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Abstract 

Employee engagement has become a strategic initiative within a healthcare system in a 

rural area along the East Coast.  This scholarly dissertation studied the education and 

training of managers with a specific focus on employee engagement.  This dissertation 

utilized traditional project management strategies, which included the analysis of the 

corporate culture, identification of supporters and detractors, and perceived limitations.  

The development of the curriculum required multiple phases to provide for a holistic 

view of the needs of the organization, managers, and employees. The initial phase 

centered on the identification of the performance gap in the current versus desired level 

of employee engagement within the organization.  The performance gap was identified 

through analysis of the previous four employee opinion surveys.  A scholarly literature 

review identified the key elements leading to an engaged workforce.  The needs 

assessment included the utilization of focus groups, an interview, and a survey.  Upon 

completion of the needs assessment and substantial literature review, the curriculum was 

developed.  The curriculum included six core elements for training.  The background and 

benefits of employee engagement, theories derived from the literature, communication 

strategies for engagement, effective recognition strategies, influence of employee health 

and wellness, and teamwork were identified as the initial components of the core 

curriculum.  The survey and focus groups identified a desire for a blended learning 

approach; therefore, the curriculum was developed to incorporate both computer based 

learning activities as well as face-to-face activities.  . 

Keywords: employee engagement, curriculum development, needs assessment 
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CHAPTER ONE: INTRODUCTION 

Introduction 

 Employee engagement is a buzzword in many organizations and industries today. 

The majority of organizations and businesses are looking to optimize performance in an 

era of lean strategies, global markets, consumer choice, and a struggling economy. 

Employees are organizations’ most valuable assets; therefore, organizations look to 

employee engagement as a strategy to optimize organizational effectiveness and 

employee performance. A healthcare system located in a rural area on the East Coast of 

the United States is no exception.  To implement an effective engagement strategy, 

organizations must develop a methodology to enhance their management teams’ 

knowledge of the benefits of an engaged workforce.  Additionally, an effective 

engagement strategy is to create a system to educate current and future management staff 

on engagement strategies as identified through current literature. Key aspects for 

successful creation of a culture of employee engagement include both employee skills 

and performance management techniques, while recognizing the potential for employee 

burnout. 

Organizations’ management teams can directly affect the level of engagement 

amongst employees.  Managers must recognize that employees’ personal attributes can 

influence individual employee’s level of engagement, which in turn influences the level 

of organizational engagement.  Additionally, senior leadership, human resource 

professionals, and managers can directly influence engagement through both informal 

and formal performance management techniques and systems.  It is imperative that 
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managers learn how to effectively develop employees professionally and harness their 

engagement.  

A culture of employee engagement does not develop simply through a particular 

interview technique or a performance management tool. A review of current literature 

identified four aspects that contribute to an engaged workforce. The foundation of 

organizational engagement includes managerial and/or organizational practices of 

inclusion and involvement, prompt and constructive feedback, psychological safety, and 

workforce development (Markos & Sridevi, 2010; Mone, Eisinger, Guggnheim, Price, & 

Stine, 2011; Gruman & Saks, 2011; Shuck, Reio, & Rocco, 2011).  The education and 

training of management staff must include these basic elements.  The creation of a 

curriculum that educates and develops managers’ understanding of employee engagement 

will ultimately lead to a culture of engagement. 

The utilization of project management methodologies provided a framework for 

the development of curriculum.  The steps, as outlined in the project plan, are written to 

allow for implementation within other industries and organizations.  The healthcare 

organization utilized as a case study within this scholarly leadership project 

acknowledged employee engagement as a strategic initiative and identified the tools for 

measuring the level of employee engagement.  A curriculum focused on employee 

engagement was designed to meet the needs of this organization.  The core components 

of the curriculum include the identification of the background and benefits of employee 

engagement, three theories associated with employee engagement, strategies to 

effectively communicate with employees to enhance engagement, understanding various 
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types of recognition, providing information on the effect employee well-being has on 

engagement, and creating effective teams.  

Problem Statement 

Managers do not initially have the knowledge, skills, abilities, or behaviors to 

create and maintain a culture of highly engaged employees while balancing the 

possibility of burnout (Stowe, Haefner, & Behling, 2010).  Additionally, a “lack of 

leadership development and skills often leads to employee frustration, 

disenfranchisement from the healthcare organization, and, in some cases resignation from 

the health care system” (Weston, et al., 2008, p. 468).  Managers, specifically within this 

organization, are often promoted from within their departments based on seniority, 

competence within the respective discipline, and willingness to accept the position.  The 

education and training for many positions in healthcare are specific, and require 

education specific to the job role.    A majority of post-secondary or undergraduate 

degrees, explicitly in healthcare, lack a management, or more specifically, a talent 

management, human resource management, or organizational behavior course within 

their curricula. If an undergraduate degree did contain a management component, it 

would typically be years after graduation before one becomes a manager. Therefore, the 

promotion of an individual to a management role generates a knowledge gap, and a 

newly promoted manager may find himself or herself lacking the specific knowledge, 

skills, abilities, and behaviors necessary to engage employees. In turn, organizations that 

have not previously incorporated a strategy for employee engagement may find 

themselves searching for a method to both develop their current leadership teams as well 
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as hardwire ongoing development programs for newly promoted members of 

management. 

Purpose of the Scholarly Project 

The purpose of this scholarly project was to develop a curriculum, utilizing 

project planning methodologies, with a focus on tools, techniques, and skills needed to 

engage employees within the organization. Managers are an integral component in 

creating an engaged workforce (Gruman & Saks, 2011). The plan focused on the 

education and training of all managers, directors, and senior leadership on various 

engagement strategies identified in scholarly literature. All levels of management are 

vital in the plan to engage employees (Gruman & Saks, 2011).  This scholarly project 

included a needs assessment from an organizational perspective, which aided in 

determining the content and focus of an employee engagement curriculum. The needs 

assessment included a review and analysis of the organization’s four previous employee 

opinion surveys and an interview with a senior executive to establish the organizational 

vision for employee engagement. The utilization of focus groups identified managerial 

expectations of a learning activity, as well as perceptions of employee engagement, each 

provided a basis for curriculum development.  The distribution and completion of an 

evaluative survey to the current management team shaped a collective foundational 

knowledge base to develop the curriculum with regard to employee engagement.  The 

survey also identified managers’ perceptions regarding the benefits of engaged 

employees, familiarity with the existing tools and techniques to engage employees, and 

provided a gauge to measure managers’ perceived role in creating a culture of employee 

engagement.  A combination of the needs assessment and survey provided a foundation 
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to build an employee engagement curriculum within this particular healthcare 

organization. 

Background of the Problem 

  In an era of perpetual change, global markets, lean philosophies, and 

competition, it is imperative organizations optimize employee performance.  Research 

has shown a positive correlation of high employee engagement with increased customer 

satisfaction and customer loyalty (Bakker, 2011; Harter, Schmidt, & Hayes, 2002).  High 

levels of employee engagement have been attributed to increased financial profits, 

productivity, and employee retention (Gruman & Saks, 2011; Harter, Schmidt, & Hayes, 

2002). Therefore, organizations are looking to capitalize on the benefits of an engaged 

workforce to maintain or gain a competitive advantage.  

Employee engagement has become a strategic focus of this healthcare 

organization (Ocean County Health).  In order to establish a culture of engagement, 

education and training is needed to provide all levels of management with the knowledge, 

tools, and resources to engage their respective employees.  Previous research identified 

managers initially lack the knowledge, skills, abilities, or behaviors to create and 

maintain a culture of highly engaged employees and the potential for burnout (Stowe, 

Haefner, & Behling, 2010; Weston, et al., 2008). 

A review of current, relevant literature identified the various key elements of 

employee engagement strategies that served as the content of the curriculum.  The 

curriculum focused on both organizational traits that foster an engaged culture as well as 

performance management systems and practices that engage employees.  The 
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implementation plan for the curriculum reflects realistic overall goals and identified 

milestones, which fit with the objectives and vision of the organization. 

Significance of this Scholarly Leadership Project 

The definitions of employee engagement may differ among various scholarly 

articles; however, the common theme behind the importance of employee engagement is 

an increase in organizational performance. A recent article identified the financial cost of 

disengagement in the workplace in the United States to be between $250 and $300 billion 

per year (Shuck, Reio, & Rocco, 2011). Therefore, organizations who actively seek to 

engage their employees are likely to experience financial benefits.  

This scholarly leadership project created an educational curriculum for managers 

in an effort to increase the level of employee engagement within this organization.  An 

engaged workforce, or minimally an increase in the level of employee engagement, has a 

positive correlation to overall organization performance including financial, customer 

satisfaction, and organizational productivity.  Engaged employees are less likely to leave 

the organization (Markos & Sridevi, 2010).  Therefore, a decrease in dollars spent on 

recruitment and orientation of new employees would be expected. Additionally, engaged 

employees are likely to speak highly of their organization to others, generating a positive 

reputation of the organization among co-workers, customers, and community members 

(Markos & Sridevi, 2010). 

 Healthcare organizations rely heavily on customer satisfaction.  The reason is 

two-fold. All healthcare organizations depend on customers, or patients, for their 

survival. Secondly, with the advent of value-based purchasing and publicly reported 
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patient satisfaction results, increasing or maintaining a high level of satisfaction is 

significant to health care operations (Hospital Compare, 2013).  

 The current economy requires employers across all industries to do more with 

less.  Engaged employees are more productive.  An engaged workforce does have a 

positive effect on organizational performance, customer satisfaction, and loyalty.  The 

organization must be open and willing to change how they interact with employees.  A 

leadership model of inclusion, openness, trust, and mutual respect must occur for an 

engaged workforce to emerge.  The investment in employee engagement strategies is 

essential for organizations.  Managers are the first line of outreach to employees and 

therefore have a direct effect on engagement.  The education and training of the 

management team is a core component in the successful implementation of employee 

engagement strategies within a healthcare organization. 

Stakeholders 

The benefits of an engaged workforce in a community hospital can be far 

reaching.  Engagement strategies can affect a singular individual, business unit, 

management, senior leadership, as well as current and potential customers of the system. 

Employees of the organization at a personal level 

 Employees inherently want to be involved in the work they do.  They want to 

ensure they are making important contributions to their organizations.  It can be assumed 

an organizational culture of engaged employees ensures employees know and understand 

they indeed contribute to their organizations in meaningful ways. 
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Employees of the organization as co-workers 

 Employees, as co-workers, benefit from an engaged workforce.  An engaged 

workforce can lead to stronger interpersonal relations, increased productivity, and a 

positive workplace atmosphere.  

Potential Employees 

 An engaged workforce can be a powerful recruiting tool.  Organizations known to 

the community as a great place to work will tend to recruit new hires with greater ease. 

Management  

 All levels of leadership benefit from an engaged workforce.  In a climate of 

perpetual change, an engaged workforce will be more agile and responsive to change than 

an unengaged workforce.  The management team may not experience as much resistance 

to change with an engaged staff as compared to an under-engaged or disengaged staff. 

Current Customers 

 Customers are defined as individuals who utilize the services of the health system.  

The customers of the organization will benefit from an engaged workforce.  There is a 

positive correlation between increased customer satisfaction and an engaged workforce 

(Harter, Schmidt, & Hayes, 2002).  Customers of the organization can include non-

hospital employed physicians, patients, area nursing homes, and assisted living facilities.  

Potential Customers 

 The community members and physicians who may be future customers of the 

organization will also benefit from an engaged workforce.  An engaged workforce, may 

provide for a positive transition for new customers into the Health System. 
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Healthcare Institutions 

 All healthcare institutions can benefit from an employee engagement plan.  The 

concept of employee engagement is not specific to a particular institution, but can serve 

to benefit all healthcare organizations looking to optimize organizational performance 

through the employees. 

Definition of Terms 

Employee Engagement: The terms “employee engagement” and “work engagement” are 

synonymous throughout this paper. There is no universally accepted definition of 

employee engagement.  Engagement as an employee implies engagement in the 

workplace.  

Healthcare Institution:  An institution that delivers diagnostic services, care, and/or 

treatment to patients.  The institution need not to be limited to a single building and could 

comprise multiple facilities. 

Employee: An individual who contributes to the organization in some task or work-

related manner.  The organization relies on volunteers, students, non-employed 

physicians, and collaboration with outside agencies.  Therefore, each of these individuals, 

on the payroll or not, can influence the organizational performance and outcomes, and 

will be encompassed under the umbrella of employees for the purposes of this paper. 

Manager: An individual identified as a member of management within the organization 

via job code or formal title. 

Senior Leadership: A level of leadership that is involved in high-level decision-making.  

Senior leaders are a direct report to an executive leader.   
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Executive Leadership: A level of leadership that reports directly to the Chief Executive 

Officer and the Board of Trustees.  

Summary 

 Employee engagement is a strategic focus of a healthcare institution on the East 

Coast of the United States.  Lean economic times are forcing many organizations to do 

more with fewer resources.  This institution is no exception.  One solution is the creation 

of an engaged workforce.  The managers of the organization are positioned to positively 

affect the level of engagement of their respective employees.  However, many managers 

are ill prepared to engage employees effectively or, more importantly maintain a level of 

engagement.  Education and training of the management staff is an initial step in creating 

a culture of engagement.  

 Employee engagement is a strategic initiative.  An organization will need to 

invest in the education and training of management staff to reap the benefits of an 

engaged workforce.  The educational strategy utilized included creating an organizational 

definition of engagement, surveying the current management team members to identify a 

level of foundational knowledge, and ensuring the tools to measure engagement align 

with the curriculum and implementation plan.  

 The result of an engaged workforce can affect a multitude of stakeholders, 

including but not limited to the individuals themselves, co-workers, management, 

customers, potential customers, and potential employees.  A well-crafted engagement 

strategy and project plan for curriculum development could be shared and utilized by 

other healthcare institutions looking to optimize their level of engagement.  
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CHAPTER TWO: LITERATURE REVIEW 

Introduction 

 Employee engagement is a strategy employed in various industries today to 

improve productivity, increase customer satisfaction, and employee retention.  Many 

organizations are looking to optimize the level of employee engagement to increase 

organizational performance, customer satisfaction, and employee loyalty (Bakker, 2011; 

Harter, Schmidt, & Hayes, 2002; Gruman & Saks, 2011).  The healthcare organization 

utilized in this scholarly leadership project is no exception.  To date, there has been no 

formal education of managers on the constructs or influencers of employee engagement. 

The focus of the literature review was to identify employee engagement theories and 

extract key concepts to create a curriculum for managers. 

 A review of the available literature involved focusing on broad topics of 

employee engagement.  The initial search identified various scholarly constructs of 

engagement and, is the focus of the first section of this chapter.  The second component 

of the literature review unveiled the antecedents of employee engagement and outlined 

how these precursors influence employee engagement within the employee, work unit, 

business unit, and organization.  The curriculum incorporated both theoretical and 

practical elements of engagement and tools and techniques for effective implementation. 

Significance of Employee Engagement 

 Employee engagement has been attributed to positive organizational outcomes.  

In an era of lean strategies, consumer choice, and global markets it is imperative 

organizations optimize various aspects of their performance to remain competitive.  High 

levels of employee engagement have a positive correlation with increased customer 
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satisfaction and loyalty (Bakker, 2011; Harter, Schmidt, & Hayes, 2002).  Additionally,  

increased employee engagement has been identified as positively influencing financial 

profits, organizational productivity, and employee retention (Gruman & Saks, 2011; 

Harter, Schmidt, & Hayes, 2002).  

 Benefits of a culture of engagement within the workplace are also felt by the 

employees.  Engaged employees demonstrate positive emotions, are in better health, and 

have the ability to transfer these positive benefits to co-workers within their immediate 

surroundings (Bakker, 2011). 

Employee Engagement 

 “Employee engagement” does not have one precise definition.  A review of 

literature has shown there are several definitions for and variables of employee 

engagement. The definitions often cited within the literature include Kahn’s (1990) 

definition “in engagement, people employ and express themselves physically, 

cognitively, or emotionally during role performances” (Kahn, 1990, p. 694).  An 

additional definition was “an affective-cognitive state characterized by vigor, dedication, 

and absorption” (Costa, Passos, & Bakker, 2014).  Bakker (2011) defined engagement as 

“an active, positive, work-related state that is characterized by vigor, dedication, and 

absorption” (Bakker, 2011, p. 265).  In each instance, the definitions of vigor, dedication, 

and absorption were the same.  The definition of vigor was working with high levels of 

energy and mental resilience (Bakker, 2011; Costa, Passos, & Bakker, 2014).  Dedication 

was defined as a sense of importance, enthusiasm, and feeling challenged (Bakker, 2011; 

Costa, Passos, & Bakker, 2014). Absorption was happily engrossed in job role (Bakker, 

2011; Costa, Passos, & Bakker, 2014). 
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 A review of literature concluded a highly engaged workforce can positively affect 

an organization. As previously stated, there is no one universally accepted definition for 

employee engagement.  Therefore, a challenge for organizations will be creating an 

operational definition of employee engagement in a manner that is purposeful for both 

the organization and the employees.   

Evidence-Based Theoretical Constructs of Employee Engagement 

 The literature builds off three core models for work engagement, Kahn’s Theory, 

the Job Demands Resource Model, and Organizational Citizenship Behavior (OCB). 

Kahn’s (1990) study identified three broad schemes that influenced employee 

engagement. The Job Demands Resource Model theorized a balance between the 

demands of a job and the resources available to cope with those demands.  The third 

theory was the concept of organizational citizenship behavior. This theory identified a 

willingness of an employee to contribute to the organization in a positive manner without 

the influence of rewards. 

Kahn’s Theory 

 Kahn’s (1990) study acknowledged three broad influences on employee 

engagement: psychological safety, psychological motivation, and psychological 

availability. Since 1990, additional research has been completed adding additional value 

and scope to the original premises. 

Psychological Safety.  The literature regarding psychological safety, as it pertains 

to employee engagement, builds upon research conducted by Kahn (1990). Kahn 

identified psychological safety as “feeling able to show and employ oneself without fear 

of negative consequences to self-image, status or career” (Kahn, 1990, p. 708).  A culture 
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of trust develops amidst a feeling of psychological safety.  A study conducted on team 

leadership in team learning substantiated Kahn’s research.  The results of the study 

identified, an environment which is perceived, as psychologically safe will encourage 

questions, people will solicit feedback, and will be open to discuss errors in their work 

because they do not anticipate negative consequences as a result of their openness 

(Ortega, Van den Bossche, Sanchez-Manzanares, Rico, & Gil, 2013).  

Organizational trust positively affects work engagement (Lin, 2010). Employees 

will commit themselves to the organization as long as they maintain a trusting 

relationship with the organization (Lin, 2010).  A culture of trust within an organization 

provides an environment for employees’ to exhibit creativity and exude energy (Lin, 

2010).  Organizational trust “is the means by which employees are absorbed and engaged 

in the continual improvement of everything the organization does” (Lin, 2010, p. 522).  

 Psychological Meaningfulness.  Kahn (1990) identified three psychological 

dimensions of engagement, which include psychological meaningfulness, psychological 

safety, and psychological availability (Kahn, 1990). Psychological meaningfulness, as 

defined by Kahn, is “a feeling that one is receiving a return on investment of one’s self in 

a currency of physical, cognitive, or emotional energy” (Kahn, 1990, p. 704).  An 

organization will succeed in achieving psychological meaningfulness within the 

workplace when employees “feel worthwhile, valuable, and that they matter” (Saks & 

Gruman, 2011, p. 206).  

Psychological Availability.  “Psychological availability pertains to one’s 

perception of how available one is to bring oneself into a role. It is associated with the 

physical, emotional, and psychological resources people can bring to their role 
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performances” (Saks & Gruman, 2011, p. 206).  Kahn identified various conditions and 

characteristics that negatively influenced psychological availability: “depletion of 

physical energy, depletion of emotional energy, individual insecurity, and outside lives” 

(Kahn, 1990, p. 714).  

Job Demands-Resource Model 

 Job demands include components of the job role that require sustained mental or 

emotional effort on behalf of the employee (Gruman & Saks, 2011). Job resources 

include aspects of the job role that reduce job demands (Gruman & Saks, 2011).  Job 

resources can include increased social support, autonomy, learning opportunities, and 

feedback regarding performance (Bakker, 2011).   

Job demands.  The activities within a job role that deplete emotional, physical or 

cognitive energy, on a sustained basis, are considered job demands, based on the Gruman 

and Saks (2011) definition. There are two specific types of stressors associated with job 

demands: challenge and hindrance. 

Challenge stressors. A challenge stressor is not necessarily a negative 

consequence of the job role. Rather, this type of stressor has the potential to challenge the 

individual to achieve mastery, personal growth, and/or future rewards (Crawford, LePine, 

& Rich, 2010).  Examples of these types of stressors include, but are not limited to, 

increase workload, tight deadlines, and increased responsibility.  Challenge demands 

trigger positive emotions and perceptions that result in active, problem-focused coping 

styles that can manifest in increased engagement (Crawford, LePine, & Rich, 2010). 

Challenge stressors can lead to burnout if they are prolonged (Crawford, LePine, & Rich, 

2010). 
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Hindrance stressors. A hindrance stressor is a job demand that has the potential 

to impede employees’ personal growth and development, as well as goal attainment 

(Crawford, LePine, & Rich, 2010). Examples include role conflict and ambiguity, 

organizational politics, red tape, and hassles. (Crawford, LePine, & Rich, 2010). 

Hindrance stressors are more likely to develop negative emotions and thoughts, which 

can manifest as decreased engagement (Crawford, LePine, & Rich, 2010).  Both types of 

stressors, challenge and hindrance, depletes energy and can lead to burnout (Crawford, 

LePine, & Rich, 2010). 

Job Resources.  Job resources are aspects of the job that alleviate or minimize the 

effects of job demands. Specific job resources include social support from co-workers. 

Feedback, autonomy, learning opportunities, and skill variety are identified as positively 

influencing engagement (Bakker, 2011). 

 The general scope of job resources include “physical, social, or organizational 

aspects of the job that may (a) reduce job demands and the associated physiological and 

psychological costs; (b) be functional in achieving work goals; or (c) stimulate personal 

growth, learning, and development” (Bakker, 2011, p. 266). Bakker also identified 

“increases in social support, autonomy, opportunities to learn, or performance feedback 

were positive predictors of future work engagement” (Bakker, 2011, p. 266). “When 

employees are autonomous, receive support, and have opportunities for development, 

they are likely to reciprocate by showing higher levels of engagement” (Xanthopoulou, 

Bakker, Demerouti, & Schaufeli, 2009, p. 241). “Autonomy but also social support from 

colleagues, a high-quality relationship with the supervisor, and performance feedback 
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were capable of buffering the impact of work overload on exhaustion” (Bakker, 

Demerouti, & Euwema, 2005, p. 177). 

Organizational Citizenship Behavior 

 Organizational citizenship behavior (OCB) “is a behavior observed within the 

work context that demonstrates itself through taking innovative initiatives proactively  

seeking opportunities to contribute one’s best and going extra mile beyond the 

employment contract” (Markos & Sridevi, 2010, p. 91). An additional definition for OCB 

is “an individual behavior that is discretionary, not directly or explicitly recognized by 

the formal reward system” (Babcock-Roberson & Strickland, 2010, p. 313). 

 OCB was recognized within the literature as an element of workplace 

engagement. “…work engagement cannot be arbitrarily obtained by an immediate decree 

of management, but rather it can be achieved after employees observe in depth their 

firm’s actions in different social perspectives” (Lin, 2010, p. 526). “Organizations that 

lack social responsibilities are unlikely to boost their employees’ work engagement in the 

long run” (Lin, 2010, p. 526).   

Managers: The Focus of Education and Training 

 Managers are integral partners in creating a culture of engagement. A study found 

that line managers play an important role in creating and maintaining a positive 

environment in which employees are willing to engage and perform (Alfes, Truss, Soane, 

Rees, & Gatenby, 2013).  Employees can become frustrated and leave the organization if 

managers are not developed or prepared to lead their employees (Stowe, Haefner, & 

Behling, 2010). Therefore, it is imperative organizations invest in educating their 
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management staff by providing them with the knowledge, skills, abilities, and behaviors 

to engage employees in an effective and efficient manner. 

Core Elements of Curriculum 

 The literature review provided, through previous studies and theoretical evidence, 

a foundation to build a curriculum for managers pertinent to engaging employees.  The 

development of a culture of trust within the organization aligned with Kahn’s (1990) 

theoretical construct of psychological safety. An increase in the perception of 

organizational support is also a key element in the curriculum.  Employees’ perceptions 

of organizational support can influence job resources available to employees. The third 

and final overarching component of the curriculum will outline the importance of 

aligning organizational and employee values, establishing the element of meaningfulness. 

Culture of Trust: Opportunities for Education and Training 

 Kahn (1990) identified various scenarios that predicted an element of trust on 

behalf of participants. The scenarios in which the participants of the study did not engage 

portrayed elements in which there was a lack of clarity, inconsistency, unpredictability, 

and/or threats (Kahn, 1990, p. 708). Kahn’s data led to the identification of four factors, 

which influenced psychological safety, “interpersonal relationships, group and intergroup 

dynamics, management style and processes, and organizational norms” (Kahn, 1990, p. 

708). The engagement curriculum outlined the importance of clear expectations of roles 

or tasks for employees, a consistent message delivered within the business unit and 

organization, minimize unpredictability, and eliminate threatening behaviors or 

situations.  
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Voice 

A study on manager-led group meetings identified having a “voice” in a group 

meeting led to an increase in the level of psychological safety (Allen & Rogelberg, 2013). 

Voice was defined as “the degree to which managers encourage employees to speak up in 

workgroup meetings and provide them with adequate time to express their thoughts and 

ideas in that setting” (Allen & Rogelberg, 2013, p. 548).  Allen and Rogelberg (2013) 

identified a positive correlation between voice and psychological safety.  Employees who 

feel safe to voice their thoughts and feelings during meetings without threat to self-image 

or career likely will carry the feeling of safety to other aspects of their work (Allen & 

Rogelberg, 2013).  A technique to operationalize the concept of voice was “…allowing 

employees more access to the change process through clear, transparent communication, 

and giving employees a greater voice. Encouraging employees to provide input will go a 

long way toward decreasing uncertainty and improving perceptions of organizational 

support” (Cullen, Edwards, Casper, & Gue, 2014, p. 277). 

Role Expectations 

 An element of trust or safety is clear identification with one’s work role.  Two 

role tensions that can arise in the workplace are role conflict and role ambiguity.  Role 

conflict is a type of stress that arises when leadership, managers or supervisors, hold 

opposing sets of expectations for a single role within the organization (Tarrant & Sabo, 

2010).   Role ambiguity occurs when an employee does not have the information 

necessary, such as role expectations and scope of responsibility, to complete the duties 

required of the position (Tarrant & Sabo, 2010).  
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Organizational Support: Element for Training 

 Literature has identified organizational support as an element within the Job 

Demands Resource Model.  Organizational support can manifest in a variety of ways 

including social support, autonomy, opportunities to develop, and performance feedback. 

The employees’ perception of organizational support is an element that determines 

employees’ ability to adapt to and the perception of a change initiative and employee 

satisfaction (Cullen, Edwards, Casper, & Gue, 2014, p. 269).  Evidence of various 

stressors, or job demands, indicate the organization is not meeting the needs of the 

employees (Cullen, Edwards, Casper, & Gue, 2014, p. 271).  “The extent of change-

related uncertainty employees perceive in the work environment sends a signal to 

employees regarding whether the organization values and supports them.  Perceived 

organizational support is an appraisal that explains the relationship between stress and 

satisfaction and performance” (Cullen, Edwards, Casper, & Gue, 2014, p. 276). 

“Organizations can also increase perceptions of organizational support through 

developmental feedback, job rotation, training, rewards, and other forms of engagement” 

(Cullen, Edwards, Casper, & Gue, 2014, p. 277). 

Social Support 

 Supervisor support is a leading job resource positively influencing job 

engagement.  Elements of supervisor support include acknowledging and showing 

concern for employees’ feelings and needs and providing assistance when needed 

(Othman & Nasurdin, 2013).  Managerial coaching is an element of social support.  The 

following are considered facilitating attributes of coaching: interpersonal relationships 

grounded in trust and respect, clear expectations of role performance, two-way feedback, 
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goal setting, and providing training (Batson & Yoder, 2012; Ellinger, 2013).   A second 

element of managerial coaching identified was; the recognition of empowering attributes 

of managers.  The attributes of an empowering manager include, serving as a role model, 

accountability for actions, removing obstacles and barriers for employees, transferring 

ownership, and challenging employee perspectives (Batson & Yoder, 2012; Ellinger, 

2013). 

Autonomy 

 Job crafting is a component of autonomy.  Employees who change an element of 

their job are participating in job crafting.  Job crafting enables employees to alter the task 

and relationships boundaries within their work environments (Chen, Yen, & Tsai, 2014).  

The changes made to the job can be physical or mental. The physical changes can include  

alterations in the form, scope of the role, or number of tasks (Bakker, Demerouti, & 

Sanz-Vergel, 2014).  Tims, Bakker, and Derks (2012) described four behaviors 

associated with job crafting; increasing structural job resources, increasing social 

resources, increasing challenge stressors, and decreasing hindrance stressors.  Bakker 

(2011) identified an employee’s ability to increase one’s job fit, experience a greater 

meaning in their work.  Chen, Yen, & Tsai (2014) concluded in their research of hotel 

employees, “Employees who craft and customize their own jobs, instead of relying on 

supervisor support, are more likely to maintain customer service quality and enhance 

their job engagement” (Chen, Yen, & Tsai, 2014, p. 26).  A generalization from service 

employees to those in healthcare, job crafting is a benefit in customer satisfaction as well 

as employee engagement.  Bakker (2011) identified a positive correlation between job 

crafting and employees exhibiting enhanced meaning in their work.  



JOURNEY TO EMPLOYEE ENGAGEMENT  22 

Personal Development 

 The opportunity for professional development has a positive correlation with 

employee engagement (Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2009).  Training 

can increase competence, allowing employees to feel more secure in their ability to 

perform their job tasks, which in turn would lower any role-related anxiety (Gruman & 

Saks, 2011).  

Feedback 

 Feedback is an integral component in employee engagement (Batson & Yoder, 

2012).  Feedback, to be effective and received, requires certain elements.  McKimm 

(2009) identified fundamental elements of providing feedback.  Feedback should be 

delivered in a private setting, especially if the feedback contains negative aspects, and as 

soon after an event as possible (McKimm, 2009).  The feedback should focus on 

behaviors that can be changed and not the personality traits of the individual (McKimm, 

2009).  Reflection and open dialogue between the manager and an employee involved in 

an event encourages employee self-assessment of the event (McKimm, 2009).  Feedback 

is valued when delivered by an individual who the recipient of the feedback respects 

(McKimm, 2009).  Effective feedback increases job competence, as employees learn 

through constructive feedback (Bakker, 2011).   

Inclusion 

A particularly relevant quote, which illustrated the importance of inclusion, is 

“employees are not sets of pots to which you pour out your ideas without giving them a 

chance to have a say on issues that matter to their job and life” (Markos & Sridevi, 2010, 
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p. 93). Two aspects of inclusion to be included in the curriculum are goal setting and 

values. 

Goal Setting 

 The approach to goal setting can come from two distinct perspectives, 

organization and manager to employee.  Organizational goals provide an employee with 

guidance as to how to achieve a desired outcome.  The communication of a goal from 

organizational management to employees should come with a clearly identified 

timeframe for completion, as well as the parameters for expected quality of the project  

(Cardus, 2013).  The goal itself generates energy and focus, and a feeling of engagement 

amongst employees (Gruman & Saks, 2011).  The second perspective of goal setting is 

from the manager to the employee.  As managers discuss goals and expectations with an 

individual employee, the employee’s goals should be oriented around the organizational 

goals and objectives (Gruman & Saks, 2011).  However, as Gruman and Saks (2011) 

stated, “In order to produce engagement, not only should employees’ needs be 

considered, their needs, goals, and desires should be a significant part of the goal setting 

process” (Gruman & Saks, 2011, p. 128). 

Task Characteristics 

 Work or tasks that are challenging, clearly delineated, varied, creative, and 

somewhat autonomous were positively associated with an increase in physical 

meaningfulness.  Kahn further identified an element of task characteristics, as a task in 

which there is a feeling of competence, as well as the opportunity for learning and growth 

(Kahn, 1990). 
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Values 

 Employees who feel that their organization is investing in them, through positive 

experiences with human resource management practices as well as positive interactions 

with managers, are more likely to respond with increased engagement and performance 

(Alfes, Truss, Soane, Rees, & Gatenby, 2013).  Thus, employees who feel valued by the 

organization are more likely to be engaged within their work role. 

Summary 

 The literature review integrated both theoretical and practical elements necessary 

to elevate the managers’ knowledge, skills, abilities, and behaviors concerning the 

creation of a culture of engagement within a healthcare organization. The understanding 

of employees perceptions of psychological safety, meaningfulness, and availability, the 

Job Demands-Resource Model, and organizational citizenship behaviors for aligning 

employee and organizational goals and values will provide managers with a basis for 

identifying with the practical elements of engaging employees. 

 The information integrated into the curriculum created a foundation on which a 

more advanced curriculum or remedial curriculum could be developed.  The culture of 

trust, or psychological safety, is a key element and is threaded throughout all the 

components identified for this introductory curriculum.  Psychological safety, first 

identified by Kahn (1990), develops trust in the management staff and the organization.  

All other identified components, leading to a culture of employee engagement, must build 

off trust to become successful.  Trust is a fundamental element in feedback, autonomy, 

personal development, goal setting, job crafting, and values.  The remaining elements of 

the curriculum will be founded of the concept of psychological trust.  
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 The components within this review were chosen solely on the ability of the 

manager to directly influence the process and result.  Voice, role expectations, social 

support, autonomy, personal development, feedback, goal setting, task characteristics, 

and values are all dimensions of employee engagement in which the manager has control 

over.  Elements of employee engagement, such as flex time or financial reward systems, 

that require organizational approval or restructuring were excluded from the literature 

review. 
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CHAPTER THREE: METHODOLOGY 

Introduction 

 Employee engagement is a buzzword in organizations looking to increase both 

organizational performance and outcomes.  A healthcare system in a rural area along the 

East coast of the United States is looking at employee engagement as a strategic 

undertaking.  The incorporation of employee engagement into the strategic plan was the 

first step to commence this initiative.  This scholarly leadership dissertation utilized this 

strategic initiative as the basis for the development of curriculum, designed for managers, 

to cultivate a culture of employee engagement.  The Chief Operating Officer and the 

Senior Vice President of Human Resources have given the approval for the organization 

to be utilized in the scholarly dissertation project.  

 The project followed the project process steps outlined by Stackpole Snyder 

(2013). The planning phase was crucial for the development of the curriculum.  The 

project management strategies employed within this scholarly leadership project are 

generalized to provide a framework for replicability within other industries or 

organizations.  It was the belief of this researcher, that various methodologies to engage 

employees are utilized during the planning and development process of the curriculum. 

The solicitation of managers’ feedback and their perspective of employee engagement in 

the planning process as well as a thorough literature review provided a solid foundation 

for the curriculum.  Customizing the learning activities to the needs and demands of the 

managers was imperative.  Kerzner (2013) identified the techniques that will provide a 

mechanism for engaging the management staff in the education and training sessions. 
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The planning process was important; equally important is the evaluation and 

feedback phase.  However, for the purpose of this dissertation, the evaluation and 

feedback of the curriculum will occur post-dissertation defense.  The evaluation and 

feedback will be analyzed and incorporated into the curriculum to ensure a high quality 

product is being delivered to the managers of the organization.  Upon conclusion of the 

education and training sessions and analysis of success, the project goal will be to 

transition the curriculum to the Director of Leadership Development, for inclusion in the 

new manager orientation process.  The next steps for the organization, after this, will be 

monitoring the environment for evidence of improvement.  The control phase would 

involve analyzing and trending changes in the employee opinion survey, patient 

satisfaction survey, and employee retention.  Conceptually, the organization should begin 

to see a shift in culture, from a less to a more engaged workforce. 

Define the Problem 

In an era of increasing competition, lean strategies, and perceived perpetual 

change, employers are looking to employee engagement as a strategy to manage and 

increase organizational performance.  Markos and Sridevi (2010) stated, “Employers now 

realize that by focusing on employee engagement they can create more efficient and 

productive workforce” (Markos & Sridevi, 2010, p. 89).  This health system is no 

exception.  Managers do not initially have the knowledge, skills, abilities or behaviors to 

create and maintain a culture of highly engaged employees while balancing the 

possibility of burnout (Stowe, Haefner, & Behling, 2010).  Additionally, a “lack of 

leadership development and skills often leads to employee frustration, 

disenfranchisement from the healthcare organization, and, in some cases resignation from 
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the health care system” (Weston, et al., 2008, p. 468).  Managers, specifically within this 

organization, are often promoted from within their departments based on seniority, 

competence within the respective discipline, and willingness to accept the position.  In 

addition, a majority of undergraduate degrees lack a management, or more specifically, a 

talent management, human resource management or organizational behavior course 

within their curriculum.  If the undergraduate degree did contain a management 

component, it will, likely, be years after graduation before one becomes a manager. 

Therefore, the promotion of an individual to a management role generates a knowledge 

gap and a newly promoted manager may find himself or herself lacking the specific 

knowledge, skills, abilities, and behaviors needed to engage employees (Stowe, Haefner, 

& Behling, 2010).  This organization, through the strategic plan, has acknowledged the 

need for an employee engagement strategy.  This dissertation project will serve to both 

develop the current leadership team, through education and training, as well as hardwire 

ongoing development programs for newly promoted members of management with 

regard to employee engagement. 

Approach to the Problem 

 The initiative of employee engagement will most likely become a program 

containing multiple projects.  Education and training of the leadership and management 

teams is one approach to develop an engaged workforce.  The design of this curriculum 

focused on the importance of employee engagement, identification and utilization of 

techniques and methods to both garner and harness engagement, and recognition of 

disengagement.  
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The Strategy 

 The creation of a formal curriculum designed for managers is a step in creating a 

culture of engagement within the organization.  The strategy to implement a curriculum 

will go through multiple process phases: initiating, planning, executing, monitoring and 

controlling, and closing (Stackpole Snyder, 2013).  It is important for this researcher to 

understand the culture of the organization when developing the curriculum.  An analysis 

of the organization included an identification of individuals who may influence the 

project in a positive or negative manner, the formal and informal culture of the 

organization, limiting factors, and an analysis of strengths, weaknesses, opportunities, 

and threats and/or challenges (SWOT/C) from a project perspective.  The planning phase 

also required a method to measure the success of the curriculum.  The completion of the 

environment scan will commence the first of ten phases of the curriculum development. 

The draft of the project plan, from pre-proposal work through the closure of the project, 

allowed for an estimation of the total cost of the implementation of the curriculum, 

including resources, as well as identified the risks that may be associated with the project.  

This scholarly dissertation utilized a Gantt chart to ensure the project flowed in a timely 

and realistic manner (see Appendix A).  This project is dynamic; as such, the planning 

techniques were a starting point and were revised to meet the scope of the project when 

necessary. 

Project Timeline 

 The project was estimated to take seven months from commencement to 

completion.  Each phase of the project was estimated to take three to four weeks to 

complete.  Although the timeline allowed for some flexibility, it was less desirable to 
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allow a lot of time to elapse between the focus groups and interviews and the trial of the 

curriculum. The more time that elapses the more likely the energy and urgency for the 

project will diminish. 

The People Factor 

 Creating a culture of engagement requires the support of numerous individuals as 

well as groups of people. However, not all individuals may buy-into a change initiative. 

There will be people who support the project, have a positive influence, and can remove 

barriers. A group of objectors will also exist.                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                  

Supporters 

 There are groups of individuals who will support the project. Employee 

engagement is an initiative within this organization’s strategic plan; inherently this 

involves the support of the executive and senior leadership teams. The curriculum was 

designed to provide the knowledge, skills, abilities, and behaviors necessary to prepare 

managers to engage staff.  The managers who are looking to develop their management 

skills and improve or enhance their relationships with staff will most likely support this 

project.  The patients and patients’ family members who serve on the Patient and Family 

Advisory Council will likely support the project and wish to participate in some manner. 

The Patient and Family Advisory Council historically have been actively involved in 

initiatives designed to positively affect patient care. These identified groups carry a 

higher level of power and interest.  Kerzner (2013) asserted that individuals with higher 

levels of both power and interest should be “managed closely” and kept satisfied 

(Kerzner, 2013, p. 482). 
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 Employees who are engaged, or who are seeking out managerial feedback and 

guidance, will likely support a curriculum designed to offer managers the tools and 

techniques to effectively engage the employees.  It would be challenging to identify 

where on the power-interest grid employees fall (Stackpole Snyder, 2013; Kerzner, 

2013).  The levels of formal or informal power may vary with each individual employee 

and may be department specific.  

Objectors 

 The success of the development, implementation, and positive results rests 

primarily with the participation of managers.  The identification of objectors is important 

to the success of the curriculum.  The managers, as well as employees, who are opposed 

to the project, may show their resistance in subtle ways.  Cohen (2005) identified subtle 

signs that a leader or manager is resistant to a change: micromanaging, withholding 

information, undermining the credibility of the project team, and refusal to participate 

(Cohen, 2005). The potential for opposition to this project does exist.  The opposition 

would reside at the individual versus business unit level.  These individuals may be 

reluctant to complete surveys, attend training, read or respond to communication efforts, 

and/or employ the tools and techniques identified within the curriculum to their 

management style.  The project team should be aware of the signs of resistance and create 

a contingency plan to, preferably, engage the manager, or identify a corrective action 

plan.   
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The Impact of Organizational Culture 

Demographics  

 It is the belief of this researcher that the demographics of the County play into the 

organizational culture. The County has a relatively small population in comparison to 

other counties within the state. More importantly, in recent years, the population has 

dwindled (Ocean County, 2013).  The hospital system is the largest employer in the 

County.  Many of the employees have worked for the organization since high school or 

graduation from college.  Due to the limited number of immigrants into the County and 

the number of people who leave the County, the workforce has remained stagnant.  The 

majority of the senior leadership team have worked for the organization since graduation 

from college.    

 In addition to the hospital, the Health System owns the majority of the area 

nursing homes and physician specialty practices.  Therefore, there is little opportunity to 

work in healthcare and not work for the organization.  Working in healthcare for another 

organization would entail moving or a commute longer than one hour. 

Culture 

 Healthcare is unique in that, the majority of the job roles require a specific 

credential and many times licensure, certification, or state registration.  There are jobs in 

which a certification or registration can be obtained with a high school diploma after on-

the-job training, a post-secondary trade or certificate program, or a college degree.  The 

challenge this presents is a rather limited opportunity for advancement, cross training, or 

enhanced skill mix. Therefore, many employees have been in the same job, doing the 

same tasks for twenty-plus years. 



JOURNEY TO EMPLOYEE ENGAGEMENT  33 

 As previously mentioned, the longevity of the workforce plays into the culture of 

the organization.  Many of the employees have worked through eras of unions both 

threatening to strike or actually striking, layoffs, and multiple changes in senior 

leadership, as well as multiple periods of change associated with the industry.  The long-

term employees may harbor a sense of distrust or skepticism of new ideas or processes 

based on events from the past. 

 The majority of managers within this organization were promoted from a staff 

level position.  These promoted managers often lacked managerial experience.  Although 

educational opportunities were offered to managers, there was no formal structured 

management education or development program until 2013.   

 A new culture is beginning to emerge.  As baby boomers begin to retire, new 

employees are entering the system.  The new employees are beginning with a fresh 

perspective, in many instances with no prior knowledge of the organization, engaged and 

ready to learn.  The executive and senior leadership teams are relatively new to their 

roles, within the last five to six years. This senior leadership team has recognized the 

need to change the culture of the organization.  Systems, which involve employees, are 

being employed throughout the organization, such as Lean Six Sigma and Crew Resource 

Management. These programs involve staff in decision-making and increase 

responsibility for crafting their work environment.  

Limiting Factors 

Time 

 Time is a precious commodity and can easily become a limiting factor. 

Healthcare, like many industries, has experienced and is continuing to experience many 
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changes. The managers are often at the hub, directing and ensuring changes are effective. 

Therefore, the allocation of time to attend a focus group, complete a survey, attend a 

class, complete a computer-based learning activity, or participate in an interview may be 

lower on the list of priorities.  

Competing Priorities 

 Healthcare, as an industry, is experiencing rapid and consecutive changes in 

operations.  Although the organization has incorporated employee engagement into the 

strategic plan, the implementation of the curriculum may be considered a benefit to the 

organization and could be placed on hold for a project that is deemed necessary for 

healthcare operations.  An example may be a regulatory or legislative change that if not 

employed could result in fines or penalties. From a fiscal perspective the benefits of an 

employee engagement plan may include “soft savings” in the budget, which may be set 

aside for a project that results in immediate hard budgetary savings. 

Work Overload 

 There is potential for the project to generate a negative perception from managers. 

Recently members of the management team were required to change many of their 

routines, engage in additional responsibility, participate in Lean Six Sigma projects, 

create an Employee Opinion Survey action plan, and learn new electronic management 

systems.  There is the potential this curriculum may be viewed as one more thing added 

to their numerous other duties and reject the project.  This is not a limitation that should 

be ignored or taken lightly. 
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SWOT/C Analysis of the Project 

 A SWOT/C analysis looks at the strengths, weaknesses, opportunities, and threats 

or challenges of an initiative (Bryson, 2011).  Although the primary utilization of the 

SWOT/C analysis is to analyze strategic planning efforts, the process can be generalized 

to incorporate project initiatives.  The strengths and weakness of the project are 

identified, as well as the opportunities the project offers to the organization and the 

potential threats to the project.  The identification of these factors were analyzed from a 

pre-project perspective (Figure 1). 

 

Figure 1: SWOT/C analysis of engagement project 

 As the curriculum implementation plan develops, it is vital this researcher 

evaluates the stakeholders, including supporters and objectors, recognize and address 

limitations, and incorporate the formal and informal culture into the creation of the 
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overall curriculum plan. Without addressing these items, the overall implementation is 

destined to experience unnecessary bumps and barriers. 

Implementation Effectiveness 

 A measure of the project’s success began with the identification of the tools and 

methods to measure the effectiveness of the curriculum implementation as well as the 

effectiveness of the education and training.  These are two separate and distinct 

processes. The first, the deployment of the curriculum, will focus heavily on how well the 

course was attended, and the collective results of the course evaluations.  The second 

measure of implementation effectiveness will be the measure of the application of the 

curriculum post deployment.  The focus will be to measure the outcomes of the education 

and training initiative.  Kerzner identified six characteristics of a Key Performance 

Indicator (KPI) they are “predictive, measurable, actionable, relevant, automated, and 

few in number” (Kerzner, 2013, p. 805).  Research has indicated key measureable 

outcomes of an engaged workforce.  Two key metrics are customer satisfaction and intent 

to leave the organization (Gonring, 2008; Harter, Schmidt, & Hayes, 2002; Shuck, Reio, 

& Rocco, 2011).  The overall outcomes of a curriculum development project could be 

measured utilizing KPIs that include data analysis of the patient or customer satisfaction 

surveys, employee opinion surveys, and the termination reports.  The termination reports 

identify the individuals, who separated from the organization.  Organizations with an 

electronic human resource management system likely could obtain termination 

information electronically.  This organization’s employee opinion survey does ask if an 

employee intends on leaving the organization within the next three years.  
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Utilization of a Pilot Group 

 The phases of deployment for the employee engagement curriculum within the 

organization utilized for this case study will be staggered. The first set of participants will 

be the managers who have completed the Leadership Management Development Program 

(LMDP). The LMDP program is a career laddering and advancement program.  This 

group will serve as the pilot group for the training.  The second group will be the 

remainder of the current management team.  The third group will be the newly promoted 

or newly hired managers.  At the end of each implementation phase, all participants will 

be asked to provide feedback regarding the training they have received. 

 The first group of participants will be asked to complete two types of evaluations, 

formative and summative.  The first will be a formative evaluation.  A formative 

evaluation is used to “obtain data that can be used to revise the instruction to make it 

more efficient and effective” (Dick, Carey, & Carey, 2005, p. 278).  The project team 

will request that the group evaluate items including, but not limited to, presentation of 

material, clarity of instructional objectives, length of sessions, use of media, readability, 

and meeting the expectations of the course.  The curriculum developer will utilize the 

results of the formative evaluation to adjust the education and training materials 

accordingly. The second evaluation will be summative in nature. The components of this 

evaluation will include, applicability to job role, likelihood to implement, perceived 

expertise of the presenter, and overall perception of the course. 

Hardwiring Process into New Manager Orientation 

 Upon completion of education and training of the current management team, and 

review of their feedback, the curriculum will undergo any revisions deemed necessary by 
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the project team. The development of a system to incorporate the engagement curriculum 

into a new manager orientation process will provide a mechanism for new managers to 

obtain the knowledge, skills, abilities, and behaviors need to engage their employees.    

For this particular organization, the curriculum developer will work with the recruitment 

team, as well as the Director of Leadership Development to find an appropriate time 

within the orientation period for the curriculum to be delivered. 

Deployment Effectiveness 

 The first measure of implementation effectiveness is the manner in which the 

education and training is deployed.  The deployment will be measured based on 

attendance and completion of learning activities.  The evaluations, completed by 

participants, will be designed to provide an indication of whether or not the learning 

activity met the expectations of the participants.  All participants will be asked to 

complete a post-course evaluation.  This evaluation will contain some formative 

components and will assess the applicability and utilization of the concepts presented 

within the education and training to the manager’s role.  The evaluations will be utilized 

to revise the education and/or training materials as deemed valid via consensus of the 

project team. 

Attendance of the program will be the indicator as to whether or not the 

implementation phase was operational.  Low attendance could possibly indicate a defect 

in the communication plan, lack of organizational commitment to the project that could 

be manifested as an inability to leave the work unit, or lack of engagement on behalf of 

the manager.  Attendance at each session will be recorded in the learning management 

system.  The project leader will provide three communication reminders to non-compliant 
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managers regarding the education and training opportunities for employee engagement.  

The first communication will occur at the end of the registration period.  An e-mail 

reminder and phone call will be directed to all managers who are not registered prior to 

the first offered session.  A second communication will occur if the manager does not 

show for a registered session.  The third opportunity to engage a manager in the 

education and training sessions will occur if the manager has not attended or completed 

any portion or only a portion of the education and training.  The final communication will 

be directed to the Vice President of the division that employs the managers who do not 

attend various components of the education and training. 

Measuring the Effect to the Organization 

 The second measure of the curriculum effectiveness is the overall effect the 

education has had on the organization.  There are internal and external measures the 

organization can utilize to monitor the effectiveness of the curriculum. The three KPIs 

identified as applicable measures of implementation success include patient or customer 

satisfaction surveys, employee opinion surveys, and a report monitoring organizational 

terminations. It should be noted, change in KPIs may not be seen immediately. The 

managers may need time to acclimate to the new philosophy and methods to engage 

employees.  The employees may also need time to adjust to a potentially new 

management style. 

Patient Satisfaction Surveys  

 The organization utilizes a third party vendor to survey patients’ satisfaction with 

the services provided by the organization.  Gonring (2008) identified a linkage between 

engaged employees and an increase in both customer loyalty and satisfaction.  Although 
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Gonring utilized the term “customer”, this term can be generalized to include patients, as 

patients are customers of a healthcare organization.  Harter, Schmidt, and Hayes (2002) 

supported Gonring’s claim stating, “Individual studies generally suggest that aggregate 

employee attitudes have positive relations with customer satisfaction-loyalty” (Harter, 

Schmidt, & Hayes, 2002, p. 268).  The completed and returned patient or customer 

satisfaction surveys are a potential measure of effectiveness of the education and training.  

A survey question, within the patient or customer satisfaction survey, that specifically 

asks if the respondent would recommend the hospital, service, or company would be an 

appropriate question to monitor for changes.  The surveys are returned to the organization 

electronically on a daily basis.  The patient satisfaction survey is an existing program.  

Therefore, the organization will not incur any additional costs associated with this survey.  

Employee Opinion Survey   

 A vendor that distributes, collects, and analyzes an employee opinion survey 

would be optimal for monitoring the success of an employee engagement curriculum.  A 

vendor of a survey that also provides a benchmarking analysis to organizations that 

subscribe to its service, would be beneficial.  Benchmarking can aid the organization in 

identifying what good, better, and best organizations look like (Stackpole Snyder, 2013). 

Upon completion of the education and training of managers on employee engagement, if 

the managers were utilizing the tools and techniques presented within the curriculum, the 

survey results would indicate a positive change in measure. The employee opinion survey 

is delivered via a third party vendor.  This vendor is an existing service within this 

organization and is a line item in current budget as well as for fiscal year 2016. This 

project will not incur any additional cost for the utilization of employee opinion survey or 
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the benchmarking of results. However, this could be a financial consideration for 

organizations who do not currently subscribe to an employee opinion service.                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                        

Organizational Turnover 

 Organizations and companies who have an electronic human resource 

management system have the ability to electronically monitor the organization turnover 

utilizing termination data.  Data collected trending organizational terminations, can be a 

potential measure of success of the curriculum.  Research has shown a positive 

correlation between employee engagement and lowered organizational turnover (Harter, 

Schmidt, & Hayes, 2002).  A separate study indicated “employees who scored highly on 

each subscale of employee engagement also reported higher levels of discretionary effort 

and lower levels of intention to turnover” (Shuck, Reio, & Rocco, 2011, p. 437).  A 

termination report will need further analysis to exclude individuals who left the 

organization for reasons such as disability, illness, or retirement.   

Attitudes 

 Although challenging to measure and quantify, the success of the curriculum can 

also be acknowledged in the attitudes and behaviors of the participants.  Cohen (2005) 

identified specific behaviors that can indicate a communication was effective.  The 

behaviors include, managers accurately expressing the vision in their own words, 

identifying what the change could mean for their department, and “discussions about the 

vision, the goals, and the strategy in routine management meetings, and in formal and 

informal gatherings” (Cohen, 2005, p. 105).  These are difficult attributes to measure but 

could be evident as a culture begins to change to one of increased employee engagement. 
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Effectiveness in Action 

 The measure of the effectiveness of the project implementation will be grounded 

in research, will rely on qualitative and quantitative data, and will result in actionable 

items.  Additional metrics may be added as the project progresses.  The curriculum 

developer, in conjunction with the project sponsors, will continually look to improve the 

curriculum, assess the utilization of content contained within the program, and identify 

additional key performance indicators.  

Leadership Approval to Implementation 

 An environmental scan of the organization wherein the curriculum was developed 

has been established; additionally, the foundation for measuring the effectiveness for the 

project has been established for incorporation within the project plan.  However, various 

components of project development occurred prior to curriculum development.  The first 

phase was the identification and acknowledgement of a gap in performance with regard 

to employee engagement (Cohen, 2005; Gupta, Sleezer, & Russ-Eft, 2007).   

 The COO and Senior Vice President of Human Resources allowed this researcher 

to utilize the organization for an in-depth needs assessment, development of the 

curriculum, and evaluations.  Post-dissertation will commence the trialing of the 

curriculum, deployment of the education and training, and measuring of success.  A 

project debrief will mark the official closure of the overall education and training project.  

The project implementation plan identifies the steps or tasks required to create the 

education and training course and course materials.  However, equally important to the 

success of the project is the support the project receives from senior leadership and the 

management staff.  The lack of support could manifest itself in lack of attendance, lack of 
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engagement with the curriculum, or worse, negative comments that actively work against 

the project.  Therefore, garning and maintaining support for the project will be a focus of 

the project team and interwoven within various phases of the project.  

Identifying the Gap in Performance 

 This organization employs a vendor to distribute, collect, compile, and benchmark 

employee survey responses.  The review and analysis of the past four employee opinion 

surveys aided in determining the level of need for education and training, as well as 

educational content areas.  The identification of the current state of engagement will help 

ascertain if a gap between the current and desired state of employee engagement exists, 

and if a gap exists, determine the extent of the gap and possibly identify programmatic 

themes.  

 The education and training curriculum was developed specifically for members of 

management.  Therefore, it was important to identify the numbers of employees who are 

managers, their longevity within the institution, their professional discipline, and their 

number of years in a management position.  This data will aid in determining the number 

of educational sessions that need to be offered.  The organization utilized for this project 

does not currently have a method to track educational background.   

A review of scholarly literature identified the content and the development of 

themes for the educational activities.  The review included a search for best practices, 

tools and techniques to engage employees, identification of potential hazards to an overly 

engaged employee such as burnout, and identify what employees’ desire from a 

workplace.  The goal was to develop a curriculum model that envelops the core areas 
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influencing employee engagement.  A fishbone diagram to cluster similar concepts for 

use within the core curriculum will be employed (Figure 2). 

 

Figure 2: Literature Review: Fishbone diagram 

Approval Process 

 The development of the project charter would commence after the completion of 

the demographic analysis and the literature review.  An approved project charter would 

formalize the project and commence the development of the curriculum.  Stackpole 

Snyder (2013) defined the content of the project charter as “high-level information you 

need to start identifying and documenting requirements” (Stackpole Snyder, 2013, p. 37). 

The organization did not require this researcher to submit a formal project charter for 

approval. 
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Recommendations for Measuring Project Success 

 Kerzner (2013) highlighted how important metrics are in keeping stakeholders 

informed.  The proposed metrics for an employee engagement education and training 

project includes tracking the attendance of the management staff as well as analyzing 

completed post-course evaluations.  It is the belief of this researcher that lack of 

attendance can indicate potential disengagement of managers, lack of proper and 

effective communication strategies, and/or poor planning with regard to scheduling and 

location of the courses.  The post-course evaluation will gauge the learners’ perceptions 

of the learning activity, including but not limited to, whether the objectives of the course 

were met, application to job role, likeliness to implement content, and perceived level of 

topical knowledge of the instructor. 

Researchers have identified customer satisfaction increases alongside employee 

engagement (Gonring, 2008; Harter, Schmidt, & Hayes, 2002). The patient satisfaction 

surveys are currently being sent to patients who have been discharged, therefore, it is 

recommended the patient satisfaction surveys also be utilized for measuring the 

effectiveness of the employee engagement program. Employee engagement surveys are 

distributed annually to all employees throughout all the entities. The trending of the 

survey results will likely identify changes in engagement levels throughout the 

organization. The final metric is employee turnover. Researchers have found that 

turnover increases as employee engagement decreases (Harter, Schmidt, & Hayes, 2002; 

Shuck, Reio, & Rocco, 2011). This metric can be automated by pulling the information 

from the Human Resource and Payroll System. The data should be tailored to remove 

individuals who have retired, or have left for personal or family medical reasons.  
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Implementing the Project 

Needs Assessment 

 Prior to the development of the education and training materials, a needs 

assessment was completed.  A needs assessment is a process: 

comparing the current condition to the desired condition, defining the problems, 

understanding the behaviors and mechanisms that contribute to the condition, 

determining if and how specific behaviors and mechanisms can be changed to 

produce the desired condition, developing solution strategies, and building 

support for action. (Gupta, Sleezer, & Russ-Eft, 2007, p. 15) 

 The needs assessment for this project included focus groups, interviews with an 

executive leader, and a survey for all managers.  The data gathered and the analysis of the 

prior employee opinion surveys aided in determining the gap between the current state 

and the desired state.  The literature review and interview with the senior leader guided 

both the analysis of the focus groups as well as the survey data. 

 The focus groups were comprised of the graduates and current managers enrolled 

in the LMDP. The former and current LMDP participants represent approximately 

sixteen percent of the total management population. The participants represented various 

divisions of the organization.  The facilitator of the focus groups solicited input and 

feedback from the participants on various aspects of employee engagement, the preferred 

delivery method for education and training, and the expectations of the training sessions.  

An additional benefit of the focus groups was the potential to generate excitement for the 

project.  The potential exists for an employee focus group as well.  A newly formed 

Employee Leadership Institute could lend itself to being an additional and accessible 
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focus group.  This focus group could provide an employee perspective on what employee 

engagement looks like. The employees selected to participate in this Institute are non-

managers who are viewed as potential leaders within the organization. 

 The interview with an executive leader was utilized to garner support for the 

development of a curriculum as well as understand the organizational vision of 

engagement.  The interview resulted in the identification of where the organization 

wishes to be in the future.   

 The final component of the needs assessment was a survey to all management 

employees. The survey identified the current management team’s collective foundational 

knowledge and perception of employee engagement.  The survey was also used to 

determine times, length, and days of the week that managers preferred to attend education 

and training sessions.  

Development 

 The development process included identifying the specific content to be included 

in the education and training, based on the findings from the literature review, employee 

opinion survey analysis, focus groups, interviews, surveys, and demographic information. 

Identification of the objectives, creation of the instructional materials, determination of 

the instructional methodologies, formation of the post-course evaluations, and testing for 

functionality and length of time to complete were all encompassed in the development 

phase. 

Testing 

 The graduates of the Leadership Management Development Program will be the 

first to complete the education and training. They will serve as the pilot group for 
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deployment. Upon completion of the education, the group will be asked to complete two 

different evaluations. The first will be a formative evaluation.  A formative evaluation is 

used to “obtain data that can be used to revise the instruction to make it more efficient 

and effective” (Dick, Carey, & Carey, 2005, p. 278).  The project team will request the 

group to evaluate items including, but not limited to, presentation of material, clarity of 

instructional objectives, length of sessions, use of media, readability, and whether or not 

the expectations of the course were met. The curriculum developer will utilize the results 

of the formative evaluation and adjust the education and training materials accordingly. 

 The second evaluation will focus on the content of the presentation material, 

applicability to the job role, likelihood to implement, knowledge of the presenter, and 

overall perception of the course.  The evaluations will be used to revise the content prior 

to deployment to all management staff. 

Deployment 

 The education and training will be deployed to approximately 200 additional 

managers.  It is approximated the deployment of each session topic will take three to four 

weeks to complete based on the blended learning approach.   

Measuring Success 

 The first measure of success will be the number of attendees versus the total 

number of management staff.  The second measure of success will be the results of the 

post-course evaluations.  The evaluations will be analyzed for trends in responses.  The 

end product will be evaluated based on these metrics.  As previously mentioned in the 

project scope, the on-going measure of effectiveness and application of knowledge will 
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be measured through the patient satisfaction surveys, employee opinion surveys, and 

trending of employee turnover. 

Project Debrief 

 A project debrief will mark the official closure of the employee engagement 

education and training project.  Debriefs allow the project team to “reflect on recent 

experience, construct their own meaning from their actions, and uncover lessons learned 

in a non-punitive environment” (Tannenbaum & Cerasoli, 2012). The project debrief will 

identify successes, areas for improvement, and lessons learned during the project.  The 

results of the debrief will be documented for use in future employee engagement projects 

as well as other projects in which the information will be useful. 

Garnering Support 

 There are multiple opportunities to garner support for this project.  Equally 

important however, is maintaining the support for the project.  It is the hope of this 

project manager, the interview with a senior leader generated an increased level of 

enthusiasm and support for the project.  Cohen (2007) identified “change leaders must 

build a sense of urgency about the needed change by heightening energy and motivation. 

To do this they will need to reduce the fear, anger, and complacency that may have built 

up in their organizations” (Cohen, 2005, p. 3).  It was important during the focus groups 

to highlight the urgency for the project while acknowledging the potential for fear of 

change and complacency.  The focus groups have the potential for garnering support for 

the project and disseminating support to their colleagues.  In addition to soliciting their 

thoughts on employee engagement, it was essential to engage these managers in the 

development process. 
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Resources Identified and Quantified 

 The next task of the project manager was to identify the resources needed within 

each of the project phases.  The quantification of resources allowed the project manager 

to estimate the cost of the project to the organization.  The cost of any project is 

important to the project sponsors (Stackpole Snyder, 2013).  This section of the paper 

identified managerial time away from the department as the cost to the organization.  

Technology and space will be resources needed to develop and implement the project and 

therefore should be identified within the project as well.  The resources were identified 

within each phase of development and summarized at the end of this chapter.  The risks 

of the project, as related to resources, are also identified.  

Defining Cost 

 The cost of a project is not always defined in monetary terms.  Stackpole Snyder 

(2013) identified effort as “the number of labor units required to complete a schedule 

activity” (Stackpole Snyder, 2013, p. 72).  The project utilized this definition of effort as 

the measure of cost to the organization.  The measure estimated the cost for each phase of 

the project that includes pre-proposal planning, the need assessment, development of the 

curriculum, pilot phase, revisions, deployment, measuring success, and the project 

debrief.  

Resource Identification 

 The project, as currently outlined, will utilize resources that are presently 

employed and/or owned by the organization.  The organization will not incur any 

additional financial cost because of this project.  The rollout of the curriculum will be in 

one-hour or two-hour increments, during the manager workday.  Therefore, there would 
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be no additional cost to salaries as managers will not need to be replaced within their 

respective departments.  The overall cost to the organization will be in managerial time 

spent away from the department.  The resources that will be identified as part of the 

project include the categories of human resources, technology resources, and classroom 

or conference space. 

 Geering (2012) highlighted the importance for a scholarly social science initiative 

to allow for replication. Therefore, the resources will be identified within each step of the 

project plan. There are important disclaimers prior to the identification and allocation of 

resources, should this project ever be replicated.  The project manager assigned to this 

project has a Master of Education degree in Instructional design, is the learning 

management system administrator, and has authored computer based learning activities 

prior to the initiation of this project. Consequently, should this project be replicated, and 

the project manager does not have these qualifications, additional resources may need to 

be added. 

Pre-Proposal Resources 

 The determination of need and the scope of the project included an analysis of the 

previous four employee opinion surveys, management demographic information, and a 

literature review.  In general, this project manager has the ability to reserve three to four 

hour blocks of time to devote to a project.  Therefore, the time is divisible by three and 

four.  The technology that will be utilized will be a computer, internet, human resource 

information system (HRIS) program, Microsoft Office® products, specifically Word®, 

Excel®, and PowerPoint®.  The organizational hours attributed to this portion of the 

project are identified in Table 1. 
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Table 1: Pre-Proposal Allocation of Time 

 

Needs Assessment 

The needs assessment was comprised of an interview with an executive leader for 

one hour, four one-hour focus group sessions with the currently enrolled and graduates of 

the Leadership Management Development Program, a survey to all members of the 

management team via SurveyMonkey® (Table 2).  The organization owns a conference 

space that is available for utilization.  The space was utilized for the interviews and focus 

groups totaling five hours.  The technology will include, Microsoft Word® and 

PowerPoint®, SurveyMonkey®, projection equipment, and a computer.  

The overall needs assessment provided the project manager with valuable 

information and perspective from an executive leader, managers, employees, and the 

literature review (Figure 3).  It is with this information, perspective, and input the project 

manager can begin to develop the curriculum for the education and training sessions 

(Table 2). 

 

 

 

 

 

 
 

Employee 
Opinion 
Survey 
Analysis 

Generation of 
Demographic 
Reports 

Demographic 
Analysis 

Literature 
review 

Total 
Organizational 
Hours 

Project 
Manager 

12 hours  12 hours 48 hours 72 hours 

HRIS 
assistant 

 1 hour   1 hour 

Total     73 hours 
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Table 2: Needs Assessment Allocation of Time 

 

 

Figure 3: Relationship diagram 

 

 
 
 

Time 
allotment  

Interviews Focus 
Group 
(manager) 

Survey to 
managers 

Focus 
Group 
(employee) 

Total 
Hours 

Project 
Manager 

40 hours 
to prepare 
interviews 
and focus 
groups 

1 hour 2 hours  1 hour 44 
hours 

Senior 
Leaders 

2 Senior 
Leaders x 
1 hours 
each 

2 hours    2 hours 

Managers 39 
managers 
x 2 one 
hour 
sessions 

 78 hours   78 
hours 

Survey to 
Managers 

239 
managers 
x 15 
minutes 

  59.75 
hours 

 59.75 
hours 

Employee 15 
employee
s x 1 hour 

   15 hours 15 
hours 

     198.75 organizational 
hours 
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Development: 

The development phase was harder to gauge resources, as the content is unknown. 

Therefore, the estimate will allow for 200 hours for the curriculum developer to identify 

the content, develop the learning activities, and formative and summative evaluations. 

The technology for the development phase will include Microsoft Office® products, 

Word®, PowerPoint®, and Outlook®, Lectora® (an authoring tool for computer based 

learning), Healthstream® (the learning management system), a projector, and Turning 

Point Technologies®.  The project manager will complete the development phase 

independently.  

Pilot Phase 

Time is perceived as a valuable commodity for everyone in the organization. 

Therefore, the vision of this project manager was to create a blended curriculum, a 

didactic portion that is computer based and delivered through the organizational learning 

management system, Healthstream®, and classroom activities to enhance the didactic 

knowledge, allow for interaction, and scenario based learning.  The current plan for 

education and training included five in-person classes, each lasting no more than two 

hours and three computer-based activities, designed to take no more than 30 minutes.  

The presenters will be internal, most likely a member of senior leadership and the project 

manager.  The technology that will be utilized includes computers, Healthstream®, 

Outlook®, PowerPoint®, projection equipment, and Turning Point Technologies®.  An 

additional consideration was the utilization of space for the focus groups to pilot the in-

class activities.  The classroom space will be utilized for the in-person sessions.  It may 

prove challenging to get all individuals for the pilot phase in one room at the same time, 
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therefore three sessions of each class will be offered with approximately 13 people per 

session.  

The focus groups will participate in the all of the learning activities, and provide 

formative and summative evaluations for each learning activity. The time allocated for 

the pilot phase, as currently designed, is 357.2 hours (Table 3). An additional 40 hours of 

project manager time will need to be incorporated to analyze the evaluations and make 

adjustments to the curriculum if deemed necessary. 

Table 3: Pilot Phase Allocation of Time 

 Number of 
participants 

In-class 
activities 
(1 hour each x 
4 
sessions/content 
area) 

Computer 
Based 
learning 
activities 
(3 
activities 
x 30 
minutes 
each) 

Evaluations 
(2 
evaluations 
after each 
activity 
each 
evaluation 
taking 15 
min) 

Total  Hours 

Focus 
Groups 

39 39 x 9 hr = 351 
hr 

39 x 1.5 
hr= 48.5hr 

7 activities x 
2 
evaluations= 
14 
evaluations 
x 0.25 
hours= 3.3 
hours x 39 
managers = 
128.7 hours 

527.2 hours 

Presenters 2 2x9=18 x 3 
offerings = 54 
hours 

  54 

Total      581.2 hours 
 

Deployment 

The deployment phase will mimic the trial phase with regard to time, technology, 

and utilization of space.  The impact again is organizational hours. There are currently 
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243 management staff members within the organization. The thirty-nine members of the 

pilot group would not be asked to repeat the education and training, thus leaving 204 

managers who will need to attend. 

The capacity of the organizationally owned conference space is 30 seats, therefore 

a minimum of seven sessions per educational topic area should be provided. The total 

number of organizational hours attributed to the deployment is 1535 hours (Table 4). 

Table 4: Deployment Phase Allocation of Time 

 Number of 
participants 

In-class 
activities 
(2 hour each x 
4 
sessions/content 
area plus 1 
hour session) 

Computer 
Based 
learning 
activities 
(3 
activities 
x 30 
minutes 
each) 

Evaluations 
(2 
evaluations 
after each 
activity 
each 
evaluation 
taking 15 
min) 

Total  Hours 

Focus 
Groups 

204 204 x 9 hr = 
1836 hr 

204 x 1.5 
hr= 306 hr 

7 activities x 
1 
evaluations= 
7 
evaluations 
x 0.25 
hours= 1.75 
hours x 204 
managers = 
357 hours 

2499 hours 

Presenters 2 2x9=18 x 7 
offerings = 126 
hours 

  126 

Total      2695 hours 
 

 

Measuring Success 

 The measurement of success of the education and training will be post-

deployment.  The two methods to track success will be in how well the activities were 
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attended and the results of the evaluations.  The project manager will assume 

responsibility for gathering and analyzing the results.  The technology will aid in this 

process, as Healthstream® has the capability to track attendance as well as distribute and 

compile course evaluations.  The project managers estimated time for this phase is 20 

hours. 

 The effectiveness of curriculum itself will be monitored through the employee 

opinion surveys, patient satisfaction surveys, and employee turnover rate.  These items 

will be monitored within various departments upon the closure of the project.  There are 

staff members who are currently assigned to review and trend this information for the 

executive team. It is not anticipated an increase in the time currently allocated for these 

processes will be needed. 

Project Debrief 

 The project debrief will consist of the project manager’s reflection of the process 

and journaling lessons learned throughout the project. The expected time to reflect is one 

hour. A debrief with the project sponsors will provide additional insight into the 

processes and outcomes of the project from a more holistic view. The anticipated debrief 

with the executive sponsors should be no more than one hour.  

Total Allocation of Resources 

 The total allocation of resources consists of 404 hours of project manager time, or 

the equivalent of working on the project full time for 10.1 weeks, six hours of executive 

time, 3163.95 hours of manager time, 180 hours for presenters, and one hour of a human 

resource information assistant time beyond the normal job responsibilities.  A summary 

of technology resources include computers, Microsoft Office® products, Word®, Excel®, 
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Outlook®, PowerPoint®, Healthstream®, Lectora®, audio recorder, Turning Point®, 

internet and intranet, and a projector.  The space in which to hold the classes will be the 

organizational owned conference room that is fully equipped with the media needed for 

the training sessions. 

Presenting the Cost to Leadership 

 The identification and allocation of resources are important when putting forth a 

proposal for a change initiative (Stackpole Snyder, 2013).  The sponsors of the change 

will want to know the cost to the organization.  There are no projected expenses within 

this project plan beyond the budgeted expenses for daily operations.  The project will 

however, require time from senior executives and managers and a minimal amount from 

an HRIS assistant.  The time element is rather staggering upon first glance.  It may be 

beneficial to the success of the project proposal to quantify the time element in something 

other than total hours, perhaps hours per manager versus overall totals.  It is the belief of 

this project manager, how the time element is presented to the executive leadership can 

influence the acceptance of the proposal.  

 The primary and most valuable resources for this project are the people who were 

asked for their opinions, input, expertise, and experience.  The literature review provided 

a foundational knowledge and scholarly influence to the project; however, it was the 

results of the interviews, focus groups and surveys that brought meaning and relevance to 

the development of the education and training sessions.  Therefore, it was in the best 

interest of the project manager to ensure the time and availability of these resources were 

allotted.   
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Identifying Risks in Curriculum Development 

 The plan to develop a curriculum for managers focused on employee engagement 

has thus far looked at the culture of the organization, the supporters and objectors, 

limiting factors, methods to measure effectiveness, the phases of development and 

deployment, and cost.  It is important to look at the risks that may be associated with the 

project.  Stackpole Snyder (2013) defined risk as “an uncertain event that, if it occurs, has 

a positive or negative effect on one or more project objectives” (Stackpole Snyder, 2013, 

p. 123).  The creation of an employee engagement curriculum does have accompanying 

risks.  The currently identified risks can cause or contribute to an undesired outcome to 

the overall project should those risks come to fruition.   A scale of low, medium, and high 

was used to identify the level of probability and impact of the identified risks.  The 

identification of risks within the project involved four key components, the level of 

importance, the frequency of occurrence, the level of impact, and steps or actions that 

should be taken to mitigate the risks associated with the project (Alhawari, Karadsheh, 

Talet, & Mansour, 2012). 

Overall Risks and Mitigation Strategies 

 There are risks that can occur at any stage of project development, which in turn, 

could influence the project and the project outcomes.  These risks include; the project 

manager being pulled to a different project, loss of project momentum due to competing 

organizational priorities, the project is not progressing as anticipated, and any risk that 

has not been identified.  There is a moderate risk for the project manager to be pulled 

from this project to another organizational project and the loss of project momentum due 

to competing organizational priorities, which may appear to be more pressing to the 
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organization.  The result of either of these potential risks would have a high impact on the 

overall outcome of the project.  Cohen (2005) stated, “creating a clear sense of urgency 

around the needed change is crucial to gaining cooperation and sustaining the momentum 

of change” (Cohen, 2005, p. 13).  A mitigation strategy for the potential of both the 

project manager moving to another project as well as the potential loss of project 

momentum is two-fold.  The generation of a strong organizational case for the necessity 

of the project and creating the sense of urgency for both the creation of the curriculum 

and the deployment throughout the organization is an initial approach. 

 A third potential risk to the project is the progression of the project.  A project, 

which moves too quickly, may be required to remain stagnant while waiting for other 

resources to become available.  Likewise, a project, which is behind schedule, may 

require resources to be rescheduled to a future date.  A strategy to maintain a project 

schedule will be the utilization of a Gantt chart, and a calendar tool.  The organization 

currently utilizes Microsoft Outlook® to schedule individuals as well as other resources 

such as media, technology, and space; therefore, Outlook® will be the calendar tool of 

choice.  

 The final identified overall risk is the acknowledgement of the potential for 

unknown risks.  The project manager has been employed in the corporate education 

department for the past nine years.  Neither the project manager, nor the department, has 

undertaken a project with the amount of depth and planning as this project has identified. 

Therefore, there are no previous projects to aid in identifying potential risks.  A lack of 

knowledge among the project managers is a risk, “a lack of knowledge that a risk exists-

that rules out any form of risk management” (Kutsch, Browning, & Hall, 2014, p. 27). 
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Pre-Proposal Phase Risks and Mitigation Strategies 

 The pre-proposal phase currently has three potential risks, which have been 

identified. The first risk was the potential for a lack of an identified performance gap with 

regard to employee engagement.  The pre-proposal work included an analysis of the 

previous four employee opinion surveys to determine how the current level of employee 

engagement differs from the desired state of engagement.  The current assumption is a 

gap does exist, as employee engagement has been identified as an initiative within the 

organizational strategic plan (Ocean County Health).  Therefore, there is a relatively low 

probability no performance gap exists, however if there were no performance gap, this 

would have a moderate impact on the project.  The curriculum could still be developed, 

however, the sense of urgency for the project could be compromised. 

 The second identified risk was the potential for a lack of relevant scholarly 

resources focused on employee engagement.  This was considered a low risk to the 

project.  The impact to the project was also identified as low, as the curriculum could be 

developed utilizing non-scholarly sources such as trade industry articles and websites, 

although not ideal. 

Needs Assessment Risks and Alternatives 

There were three identified risks within the needs assessment phase of the project. 

The first risk could have affected the project timeline.  The ability to interview the 

executive leader in a timely manner was a moderate risk to the project with a moderate 

impact.  It was the input of the executive leader, which aided the project manager in 

framing the curriculum to meet the organizational vision of employee engagement.  It is 

the belief of the project manager, interviewing the executive leader should have been the 
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initial component of the needs assessment, as the responses to the interview questions 

were utilized to generate the questions within the focus groups, surveys, and the 

development of the curriculum itself.  The project manager scheduled the interviews with 

an executive leader early in the project. If the executive leader needed to reschedule the 

interview, the project manager would have worked to create a time that was most 

conducive to meeting.  In the meantime, the project manager could have begun other 

components of the project, such as the literature review, or begin developing questions 

for the focus groups, which do not require executive input. 

The ability to meet with the identified focus groups in a timely manner was a 

moderate risk to the project with a moderate impact.  The focus groups were asked their 

opinions on the perception of employee engagement, how employee engagement relates 

to management, as well as functional questions such as delivery methods and 

expectations managers have of training sessions (Gupta, Sleezer, & Russ-Eft, 2007).  The 

inability to meet with the focus groups in a timely manner would have had a negative 

impact on the project timeline.  A calendar tool, Microsoft Outlook®, was utilized to find 

available time from the participants.  Additionally the focus groups could have been 

broken down into smaller groups if necessary. 

The technology used to create, distribute, and tabulate the survey could have been 

a risk to the project if it was not functioning properly, although it presented a minimal 

risk, it could have greatly influence the project.  The risk was considered minimal.  

SurveyMonkey® has been utilized within the organization and met all of the technology 

specifications required.  The risk would have occurred if the intranet provider 

experienced a break in service.  The impact of an extended break in service would have 
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required the project manager to either rely on a paper survey or engage a different 

vendor.  The project manager investigated other survey tools and the compatibility with 

the specifications required of the organization.  The survey was an important aspect of 

the curriculum development.  There were alternatives to the intranet survey tool 

identified prior to the initiation of the needs assessment phase of the project. 

A lack of managers completing the survey was a moderate risk with a moderate 

effect. The survey provided valuable information and insight when developing the 

curriculum. The project manager researched what is considered an adequate response rate 

for survey results to be a representation of the whole.  However, a lack of response could 

also indicate a resistance to the curriculum or the employee engagement initiative, and 

would warrant further investigation.  The effect of the lack of survey responses was 

considered moderate.   

Risks Associated with the Development of a Curriculum 

The completion of the literature review and needs assessment yielded valuable 

information.  A risk to the project was narrowing the content to fit the allotted timeframe 

for training.  The selection of information for the content within the education and 

training sessions required thought and strategy.  The selection of the wrong or non-

pertinent material has the ability to diminish the perceived value of the curriculum.  

There is a moderate risk to narrowing the content to fit the time requested within the 

project charter.  A project change order could be requested and would need approval of 

the executive sponsors.  This step could affect the project timeline. 

The failure of technology in developing the learning activities is a low risk with a 

high impact.  The functionality of the proposed technology is familiar to the project 
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manager.  The technology is currently utilized within the organization and meets the 

organizational specifications from a technology perspective.  The risk would be the 

potential for a downtime on behalf of the vendor, thus minimizing the probability of 

occurrence.  However, if this should occur the effect on the development phase would be 

great.  The alternative solution would be to develop the curriculum via another method 

such as PowerPoint® or a recorded webinar to distribute via the learning management 

system.  

Pilot Phase Decreasing the Risks 

The pilot phase also presents three significant risks. The first risk is the inability 

of the focus groups to reconvene, at all, or in a timely manner, to pilot the educational 

activities. The proactive approach to the risk would be to book the pilot sessions well in 

advance to reserve a time slot in each participant’s calendar. The Outlook® calendar tool 

would allow the project manager to “busy search” the participants’ calendars and find a 

time that is available to the participants. The second step in the process would be to send 

an invitation to the education and training sessions via Outlook®, the participants could 

either accept or decline the invitation.  In the event the above solution does not work, 

selecting different managers to pilot the education and training materials and sessions 

could mitigate the risk.   

During the pilot phase it could be determined the curriculum, as piloted, is not 

what managers need or want.  The focus groups, who pilot the education and training, 

may feel as though the project “misses the mark” in terms of what is needed and wanted 

by members of management.  If the project has not experienced any challenges until this 

point, the anticipated risk would be lower.  However, if the project has experienced 
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multiple challenges prior to the pilot phase, the risk may be moderate.  The development 

of a curriculum, which does not meet the needs or expectations of the pilot groups, would 

have a tremendous effect on the project.  The project manager would need to review the 

formative and summative evaluations to determine the direction of the curriculum.  A 

large-scale revision of the curriculum would negatively affect the project timeline. 

A technology failure could potentially occur in the presentations or computer 

based learning activities.  The risk of this occurring is low; however, this could affect the 

timely delivery of the education and training.  The project manager could test the 

presentations prior to the educational sessions for functionality of the presentation and 

media equipment.  Additionally, the presentation could be printed and given to all of the 

participants should the media not function as anticipated.  

Deployment 

The potential risk in the deployment phase is the lack of attendance on behalf of 

the managers. There are multiple potential reasons leading to a lack of attendance.  The 

reasons may include, but are not limited to; managers may be preoccupied with 

competing priorities, managers may minimize the necessity for education and training, or 

the managers do not buy-into the theory of employee engagement.  A moderate risk can 

be associated with managers not attending the education and training sessions.  There are 

many managers who have been in their position for decades and may not be receptive the 

employee engagement philosophy.  An effective and engaging communication strategy 

could mitigate this risk. 

The risk of a technology failure is no different from the pilot phase.  The 

mitigation strategies would be the same as those that occurred with the pilot phase.  
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Measuring Success 

The lack of, or small percentage, of completed post course evaluations is a 

moderate risk to the project however, it will have a low impact, as the curriculum will 

have been developed and deployed.  The risk would be in determining the success of the 

project.  The organization has instituted electronic post-course evaluations with little 

success in the classroom setting.  A paper evaluation will be given to each participant 

upon entrance to the class.  The presenters will allow time at the end of the session to 

complete the evaluations.  The computer based learning activities will have electronic 

post course evaluations associated with the learning activity.  The organization has seen 

success with electronic evaluation completions when the learning activity occurs in the 

online learning environment. 

Project Debrief 

 There are currently no anticipated risks associated within the project debrief 

phase.  It is the intention of the project manager to compile various thoughts, challenges, 

anticipated and unanticipated results, and successes throughout the project.  The journal 

will become an artifact of the project and utilized as a reference in future projects.   

Summary 

 The project will take a holistic view. This view incorporated the identification of 

the current organizational culture, who would support or object to the project, how to 

measure effectiveness of the project, the phases which the project goes through, the 

associated cost, and the identification of perceived risk.    

The first component of the analysis was the identification of who is expected to 

support the project and who may oppose the project.  The act of opposition may be 
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subtle, such as lack of participation, undermining the credibility of the project manager or 

project team, and withholding information from co-workers (Cohen, 2005).  Therefore, 

care should be taken to monitor participation, ensure a thorough communication plan is 

implemented, and the promotion of the project team as credible, reliable, and effective, if 

credibility becomes an issue. 

 As the project develops, it is imperative the formal and informal culture is 

considered.  The formal culture or the organization process assets (Stackpole Snyder, 

2013) should be identified.  The formal culture includes constructs such as hierarchy, 

policies and procedures, and approval processes.  The informal culture should also be 

incorporated into the project plan as well. The culture of this organization is long 

standing.  Many of the employees have been with the organization for decades.  These 

employees have worked through strikes, threats of strikes, senior leadership turnover, and 

reductions in force.  The long-term employees know and can identify reliable informal 

channels for information or channels to obtain a desired outcome without utilization of 

formal processes.  The informal culture is often as important to recognize as the formal 

culture. 

 The limiting factors for this project consist of three broad components; time, 

competing priorities, and work overload.  The limitation of time will touch various 

aspects of the project and should be addressed in the project implementation plan.   Time 

is valuable to all levels of employees within the organization.  The project team should be 

conscientious of the time required of the various participants within the scope of the 

project. For example, clustering activities when appropriate to avoid excessive time away 

from the department.  
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Competing priorities may become a factor as the project progresses.  The 

healthcare industry is changing rapidly.  It is possible this project may compete with 

other projects for resources, or may be put on hold for revenue generating projects, or for 

projects with hard savings in the budget.  Finally, the project team should recognize the 

management staff members have seen their job role change over the last couple of years.  

It is possible this project will be viewed as an added burden if the perception of additional 

work is not appropriately addressed early in the project. 

 The project will have ten distinct phases; each phase will build upon the previous 

phase or phases.  The leadership of the organization has identified the need to engage 

employees within the organization by incorporating the initiative in the strategic plan 

(Ocean County Health).  Therefore, the current role of the project team is to capitalize on 

the strategic plan initiative and develop an education and training curriculum to be 

deployed to all management staff.  Although the project will proceed through various 

phases, there are essential steps that need special care and attention. The first is the 

identification of a performance gap, or the difference between the current state of 

engagement and the desired state. The accurate identification of the gap will become 

essential for measuring the outcomes of this project.  

 A thorough literature review will aid in creating a curriculum that is based on 

scholarly research versus internal organizational theories or speculation.  The 

organization has not identified a subject matter expert in the engagement domain, 

therefore, the utilization of current literature on employee engagement will be necessary 

and lend credibility to the didactic component of the training. 
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An essential step in the project is engaging the executive sponsors and members 

of the focus groups. Cohen (2007) identified the creation of the sense of urgency is 

imperative to motivate individuals to cooperate, as well as sustain the energy of the 

change initiative. The sustained engagement of the executive sponsors, and the focus 

groups will likely aid in disseminating the sense of urgency and need for the project 

through both formal and informal communication channels. 

The education and training of managers is not simply the culmination of research, 

writing the results, and delivering it to the end-users.  There are non-educational 

components that need to be recognized and addressed to benefit the project.  The 

engagement of the executive sponsors will aid in creating the sense of importance or 

urgency for the project, as well as ensure the project is aligned with the vision of the 

executive leaders.  Equally important is the inclusion of the focus groups in the 

development of the curriculum.  The focus groups can aid in developing a curriculum that 

is relevant to the needs of managers within this organization.  

 The project team will need to employ soft skills to engage, generate excitement, 

and encourage participation of the executive sponsors and focus group members, along 

with the hard skills of product development to create a final product that is meaningful 

and useful to the organization. 

An aspect of project management is the identification of risks, which may be 

anticipated or unanticipated. The risks, which have been identified thus far, are those that 

the project manager can foresee.  A concern to the project is a tendency of a project 

manager to gravitate to the risks with which there is some familiarity.  A study which 

investigated the gaps between risk management procedure and actual practice 
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determined, “managers tend to focus on commonly recognized risks in the area with 

which they are familiar, but they ignore other areas of risk with which they find it more 

difficult to associate” (Kutsch, Browning, & Hall, 2014, p. 28).  The acknowledgment of 

this deficiency is powerful, as the project manager may become more attuned to 

recognizing and acknowledging additional risks as the project progresses. 

 The review of the identified risks led to identification of three themes or strategies 

to lessen the chance or impact of project-associated risk.  The overall themes to the 

identified risk management mitigation strategies within the employee engagement project 

are an effective and engaging communication strategy, a scheduling or calendar tool to 

schedule resources in advance as well as provide for a tracking mechanism, and creating 

a sense of urgency for the project.  The inclusion of these three elements within the 

project plan, regardless of a risk becoming a realization, may be a preventative measure. 

 The project, as presented, encompasses traditional project management strategies. 

It is important to note and understand this curriculum development and implementation 

project is not static, rather a fluid process, which may be revised as, deemed necessary to 

either meet organizational demands or expectations, or to meet the wants and needs of the 

management staff, who are the focus of the education and training. 
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CHAPTER FOUR: THE FINDINGS AND THE EVIDENCE-BASED SOLUTION 

Introduction 

 Employee engagement is a strategic initiative of a health system serving a rural 

area along the East coast of the United States.  Managers are integral in cultivating and 

maintaining a culture of engagement.  A curriculum designed to enhance the managers’ 

knowledge, skills, abilities, and behaviors associated with cultivating a culture of 

engagement was the focus of this scholarly leadership project.  The ability to create 

education and training relevant to the needs of both the organization and the managers 

required a comprehensive needs assessment.  The needs assessment, in addition to the 

literature review, identified areas to create a focused and relevant curriculum for the 

management staff.   The needs assessment included a review of the previous four 

employee opinion surveys, an interview with a senior leader who shared the 

organization’s vision for employee engagement, and focus groups which identified what 

managers’ desire when attending an education and training opportunity.  Additionally, a 

survey identified the longevity of tenure amongst the management staff as both an 

employee as well as a member of management.   

 The review of the four most recent employee opinion surveys provided 

information pertaining to the areas of opportunity to engage staff based on employees’ 

response to the survey questions.  The interview with a senior leader knowledgeable on 

the inclusion of employee engagement in the strategic plan provided background 

knowledge of the plan as well as provided organizational specificity to the goal of an 

engaged workplace.  The use of a focus group was to identify, from managers’ 

perspectives, what constitutes as worthwhile learning activity, the preferred delivery 
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method of the education, and the benefits of an engaged workforce.  The survey to the 

organization’s management team was utilized to garner information from the 

management team to determine a current level of knowledge with regard to employee 

engagement.  The identification of a knowledge base, or current mind-set, provided a 

foundation to base the education and training. 

Purpose of the Study 

 The purpose of this scholarly leadership project was the development of a 

curriculum focused on employee engagement.  A thorough literature review established 

the importance of an engaged workforce, and identified the key attributes associated with 

an engaged culture.  This study defined, through a comprehensive needs assessment, 

specific content areas of relevance to the development of a curriculum designed for 

managers within this organization.  The needs assessment included a review of the 

previous four employee opinion surveys, interviews, focus groups, and a survey.  An 

interview with a senior leader intimate with the strategic aspect of employee engagement, 

established the organizational vision of employee engagement.  The utilization of focus 

groups determined the expectations managers have of a learning activity as well as their 

opinions and beliefs of managers’ role in employee engagement.  The survey distributed 

to the management team, in addition to gathering demographic information, focused on 

optimal delivery of learning activities and identification of pre-conceived attributes of an 

engaged culture. 

Summary and Presentation of Findings 

 The needs assessment was primarily qualitative, although some quantitative data 

were gathered, but limited to length of employment and managerial experience within the 
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organization, as well as preferred learning methodologies and preferred days and times 

for face-to-face learning sessions.  The previous employee opinion surveys, an interview 

with a senior leader with intimate knowledge of the strategic plan, focus groups, and a 

survey distributed to the management team revealed information needed to create an 

evidence-based curriculum on employee engagement. 

Previous Employee Opinion Surveys 

 The organization has subscribed to employee opinion surveys on an annual basis 

for the last eight years.  The vendor of the survey tool has remained consistent for the 

past four years; therefore, the analysis of employee opinion results was limited to the four 

most recent surveys.  The vendor provides each manager, division, entity, and the 

organization with 10 areas of strengths and opportunities.  The curriculum design was 

specifically for all managers; therefore, the analysis of opportunities for improvement 

was at the organizational level.   

 The method of analysis included ranking of the top ten areas of opportunities for 

improvement.  Opportunities for each year were ranked 1 through 10 and then designated 

a score inverse to the ranking.  For example, the number one opportunity for 

improvement was given a score of 10; rank of 2 had a corresponding score of 9, and so 

on.  The tally of the ranking data allowed for the utilization of a Pareto chart to identify 

the top three areas for focused improvement (Figure 4).  As mentioned previously, this 

organization subscribes to the Lean/Six Sigma methodologies.  The utilization of Pareto 

charts aid in identifying the areas to focus improvement efforts, subscribing to the 

philosophy of 80% of challenges arise from 20% of contributing factors (Brook, 2010). 
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Figure 4: Employee opinion survey analysis 

 The three areas to focus during the curriculum development process are, “leaders 

really listen to employees”, “I am satisfied with the manner in which my direct manager 

handles complaints, grievances, and problems”, and “excellent performance is recognized 

here”.  

Summary of an Interview 

 An interview with a senior leader knowledgeable with the development of the 

strategic plan as well as the future of the organization was conducted to garner both 

background information as well as future goals as it relates to employee engagement. 

This individual has worked for the organization for greater than 25 years with greater 

than 15 years’ experience in a management role.  According to the interviewee, employee 

engagement is a relatively new term within the organization.  The belief is “you have to 

have satisfied employees to promote the best possible patient experience”.  The 

interviewee believes the organization is beginning to see the value of an annual employee 
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opinion survey.  Employee engagement was not always part of the strategic plan, it 

became part of the strategic plan when “it became part of what we were going to do”.  

There was a bit of reluctance to conduct an employee opinion survey every year, and 

especially in years of “turmoil”.  However, as this leader stated, “you actually want to 

know what people are saying about you at your worst, not your best”.  

 This senior leader identified three things employees’ wanted, a voice in their 

work, more participation in decision-making in policies and procedures, and more active 

engagement on improvement activities.  Since then, the organization has brought in 

processes such as Lean/Six Sigma, established unit councils, and instituted quarterly open 

forums as a means for senior leadership to communicate and be transparent regarding the 

strategic goals.  At each open forum employees are encouraged to submit questions to the 

senior leadership team, then questions are answered in print and distributed during the 

open forums.  This senior leader indicated approximately 50 questions are submitted 

prior to each forum.  The questions are of good quality and change within the 

organization has occurred based on the questions submitted. 

 The organization is solely utilizing the results of the employee opinion survey as 

the key metric in gauging employee engagement.  A question to the interviewee asked for 

the organization vision in one, three, five and seven years.  The one year goal was to 

return the employee opinion survey to the 2013 results.  There was a small decrease in 

the results in 2014.  This senior leader was hesitant to project a vision for greater than one 

year as, “I can't even think about what healthcare is like after year three. It's just not 

possible anymore”.  However, this interviewee stated, “I'm concerned right now that 

we're missing a boat a little bit on employee engagement”.   



JOURNEY TO EMPLOYEE ENGAGEMENT  76 

 This senior leader would like to see an emphasis on care for the overall person, 

with an emphasis on employee needs.  This interviewee would also like to see a 

partnership with the Wellness Department, “I think that if we could pay attention to the 

whole person, people will bring a different person to work rather than a stressed out 

person”.  When asked from what education and training managers would likely benefit, 

the answer included teamwork and wellness.  

Summary of Focus Groups 

 The invitation to participate in this focus group was distributed via e-mail to 

current and former participants of the organization’s Leadership and Management 

Development Program (LMDP).  The focus groups were voluntary and offered four times 

over a two-week period.  Five participants offered responses to the pre-identified 

questions.  The purpose of the focus groups were to solicit the opinions of managers 

regarding the content and delivery of education and training, as well as their opinions 

regarding the benefits of employee engagement and their role in engaging employees.  

 Expectations of face-to-face education.  The participants were asked, “When 

attending an in-person or face-to-face educational session, what are your expectations as 

a participant?”.  The participants agreed the session should utilize people’s time wisely, 

know the goals of the session, and the participants would prefer not to be lectured to, but 

would prefer to learn by doing.  Interactive activities such as role-playing and discussion 

were important.  Two participants specifically identified the desire to learn new strategies 

they could take to their departments and utilize.  Additionally, the competence and 

expertise of the presenter needs to be evident to the learners.  
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 Feelings pertaining to on-line learning.  The question was, “How do you feel 

about on-line learning?”.  Two participants identified on-line learning, with the ability to 

complete on-line learning at one’s own convenience and was beneficial from a time 

management perspective.  One individual identified they learn better in a face-to-face 

setting due to the ability to “interact and feed off” of others in the class.  However, all of 

the participants felt “something” was lost using strictly online learning.  One participant 

thought one “was not held to task” with online learning.  

 Preference for learning.  The participants were asked to choose their preference 

for learning.  The options given were face-to-face, on-line, or blended learning.  Three 

individuals chose the blended learning option, the remaining two preferred face-to-face 

learning.  None of the participants chose strictly on-line learning.  One participant 

specifically stated a preference for the “actual learning component” to occur in a 

classroom setting, with pre-and post-work done online.  Another participant identified the 

blended approach was appropriate for some types of learning, however specifically for 

management development, the classroom setting was best.  A third response agreed 

stating “learning from others is, especially in a management environment, is very 

helpful”. 

 Meaningful and engaging face-to-face learning.  The question posed to the 

focus group was, “In your opinion, what makes a face to face learning activity 

meaningful and engaging?”.  The answers to this question included the ability to 

communicate, see body language, tone of voice, reaction of the audience, information 

sharing, learning what works and what does not, and putting information into practice. 
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One individual felt more engaged with the presenter in a face-to-face session and could 

gauge from the other participants “how they deal with things”. 

 Educational activities that lacked meaning.  In addition to knowing what the 

managers would like in an educational activity, it is equally important to know what they 

do not want.  Therefore, the question “Have you ever attended or participated in an 

educational activity that you felt was not worth your time?  Please tell me, or identify an 

aspect of this activity that made you feel this way?” was asked.  One participant 

identified redundancy within activities as inhibiting growth.  The one-directional aspect 

of a presentation was also identified by a participant who stated, “being lectured at, the 

presenter either does not do a good job of engaging two way dialogue or the group is not 

comfortable sharing”.  One participant suggested a pre-agenda to know the expectations 

of the session prior to attendance.  Two additional comments pertained to establishing 

relevance for everyone in attendance, one individual stated, “It was mandatory that I 

attend but had absolutely nothing to do with anything that pertains to my [pause] 

anything that I have to do with my work. It was excluded”.   An additional participant 

from a different focus group echoed the statement, identifying an activity in which the 

material was not pertinent to the job role, relevance was not established, and  the session 

lacked hands-on interaction for this individual.    

Benefits of employee engagement.  A question was asked regarding employee 

engagement, “Employee engagement is a hot topic across organizations and industries, 

what do you think are the benefits of an engaged employee?”.  The focus group 

participants are either past or current participants in the LMDP program, thus this 

question was posed to identify if individuals in the focus group answers varied from the 
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general management team.  The benefits identified were, happy, welcoming, positive, 

engaged with their patients and their patients activities.  Creativity, commitment, better 

relationships, building a trusting environment, increased retention, increased productivity, 

increased quality were other comments.  In addition to meeting goals of organization and 

department, engaged employees will give opinions and examples of how to better the 

department in terms of service and quality.  A relevant quote from one participant,  

I think commitment is huge whether it’s commitment to the organization, 

commitment to your customers, in our instances patients or other employee 

groups. I think certainly productivity is much higher with an engaged employee. 

Quality is certainly higher with an engaged employee, somebody who cares about 

their work, how it’s done, how it’s perceived. I think retention is dramatically 

improved with engaged employees. 

 Manager’s role in engagement.  “How would you describe the role of 

management in creating an engaged culture?”  This question was also asked of the focus 

group to determine if there was a variance in responses between LMDP participants and 

the general management team.  The answers included: 

• “I think management’s role is huge.  I’ve read studies where up to 70% of a work 

unit’s culture is determined by their frontline supervisor, so that is something that 

we all have an impact on.  I think it’s up to us to set expectations, provide 

feedback in order to create accountability.” 

• “I think it starts right at the hiring process, choosing the employee that’s the best 

fit for the job in the organization and then, as you were saying, setting goals, 
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setting expectations and giving the employee freedom to act without 

micromanaging.” 

• “Allowing them to be a part of the decision making in any changes that have to 

occur in the unit.” 

• “You have to be on all the time, you have to be willing to listen, you have to be 

out and about with your staff, you have to be supportive, certainly not 

condescending, or certainly not inhibiting in any way to ensure that they feel that 

their presence matters, their abilities matter.  I think it's important just to be 

engaged with them and to show that you're not on a pedestal.  You are with them 

and you command respect, but at the same time you give it.  I think it's important 

to make sure that they're heard, and felt, and that they feel worthy.” 

• “The best thing I can do, and hopefully that I do do is keep them informed, I give 

them the tools to know where we stand, like Press Ganey.  Hopefully we give 

clear expectations of what we want from them and expect from them and why we 

expect it and want it”   

Additional comments and insights.  The last question posed to the group asked 

for any additional information they would like to add.  The answers primarily focused on 

learning styles and the desire for interactive, experiential, face-to-face learning activities.  

Three participants identified some didactic learning could occur online prior to the face-

to-face or classroom based activity, all participants preferred to learn from one another 

through discussion, role play, and through experiential learning.  One participant 

identified that although the organization has made some improvement in the area of 

leadership and management development, for the long-term employees and managers, 
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redundancy in educational topics still exists.  However, it is important for managers to 

continue with their education and training, with time constraints, learning new 

information is important.  

Summary of Survey 

 The survey tool, SurveyMonkey®, was utilized to create the survey for electronic 

distribution.  The organizational e-mail distribution list, comprised of all managers 

identified as members of the organizational management team, was used to disseminate 

the survey.  The survey solicited information focused on demographic information, such 

as length of employment, as well as preferred days and times of instruction and method 

of instruction.  The open-ended questions elicited managers’ opinions regarding the 

importance of and techniques to engage employees.  The remaining questions utilized the 

Likert Scale to identify the need for education based on the responses of the management 

team on their beliefs of their preparedness to engage employees.  The return rate for 

surveys was 35.33%.  

 Demographic information. The first two questions identified the length of 

employment within the organization as well as length of employment as a manager 

within the organization.  The majority, 64.15%, of the respondents have been employed 

within the organization for 11 years or longer.  The tenure of management was also 

greatest with managers, 41.51%, who have been in a management role within the 

organization for greater than 11 years.   

  The third question requested the participants identify which division of the 

organization they associated themselves.  The answers varied, as many respondents 

identified with an entity, others identified with a department, while the remainder did 
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identify with a division of the organization.  There were slightly more respondents from 

the clinical or patient care areas as compared to the administrative departments. 

Table 5: Manager identified association to the organization 

Response 
Categories 

Detailed Responses 

Entity 5 Management 
Company 

3 Larger 
Hospital 

1 Physician 
Practices 

3 Hospital  and 
Physician 
Practice 

Division 5 Surgical 
Services 

6 Nursing 
Division 

3 Fiscal 5 Ambulatory 

 4 Human 
Resources 

1 Patient 
Support 
Services 

  

Department 1 Integrated 
Care 

1 Wellness at 
Work 

3 Information 
Technology 

5 Finance 

 1 Revenue 
Cycle 

1 Home Care 1 Community 
Health 

2 Quality 

 1 Acute 
Services 

1 Outpatient   

  

 Learning preferences.  The majority of respondents prefer a blended method of 

instruction.  The definition of blended learning provided to participants was a 

combination of face-to-face activities as well as online learning components.  An 

overwhelming majority of respondents preferred a blended learning delivery method 

(Figure 5).  
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Figure 5: Preference for delivery of learning activities 

 The preferred length of time for a single educational activity was two hours. 

However, one hour was also a highly desired option, with four hours and all day activities 

the least preferred option (Figure 6).  One individual skipped this question. 

 

Figure 6: Preferred length of a single education session 

 Respondents ranked their partiality toward a particular time of day for face-to-

face learning activities.  Five options were available to the participants, ranging from 
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early morning to early evening.  Morning appeared to be the preference for most of the 

respondents, followed by early morning.  

  

Figure 7: Preference for learning activity session times 

 Tuesday was the preferred day of the week, followed by Wednesday, Thursday 

and Monday for face-to-face learning activities.  Friday was the least desired day for 

learning activities (Figure 8).  
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Figure 8: Preference for the day of a face-to-face learning activity 

 Employee engagement defined.  The survey sought to obtain the manager’s 

current perspective of employee engagement by asking, “What does employee 

engagement mean to you?”.  The grounded theory method of analysis for qualitative data 

was utilized for the open-ended responses of the survey.  The first stage of analysis 

including open coding of the response to the questions regarding the respondents’ 

definition of employee engagement, benefits of an engaged workforce, and tools and 

techniques managers currently employ to engage staff.  Open-coding was a process used 

to identify major themes amongst the open-ended responses the managers provided 

(Creswell, Hanson, Plano Clark, & Morales, 2007).  The application of axial coding after 

the open-coding process was completed generated major categories of themed responses. 

Axial coding was a process utilized to establish a connection between the initial 

responses of managers and broad categorical themes pertaining to employee engagement 

(Walker & Myrick, 2006).  Selective coding provided the ability to associate the themed 
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responses of the managers with the goals of the organization, results of the previous 

employee opinion surveys, and literature recommendations for an engaged workforce. 

Selective coding interconnects the core themes or categories with other categories to 

establish or refine a theory (Walker & Myrick, 2006).  The design of the survey was to 

elicit the opinions of the management team and identify a collective starting point to base 

the curriculum.  Therefore, responses that were similar in nature were given greater 

consideration than singular responses that differed from others. 

 The replies varied.  However, the remarks collectively produced five themes to 

what employee engagement meant for the respondents.  The five overarching themes 

were employee motivation, commitment, ownership, involvement, and ready to learn.  

Many of the responses included more than one theme within the answer.  

Table 6: Employee engagement defined 

Theme Associated terms Sample of pertinent phrases 
Motivation Motivation, 

interested, 
enthusiasm 

• Employee performs duties with motivation as a 
belief in mission, rather than a requirement 

• Keeping employees motivated 
• It means being interested and involved in your 

work 
• Employees are enthusiastic about their work 

Committed Committed, 
devotes, dedicated, 
vested, pride 

• I feel it means your are vested in the 
organization and in your unit 

• Committed to profession, team and 
organization and willing to express this 
commitment to others, pride and passion in 
work 

• Commitment to and belief in the organization 
and its mission 

• Sense of pride in their work and the 
organization 

• How committed they are to the organization 
and how the organization is committed to the 
employee 

Ownership Sense of ownership, 
empowered 

• Employee taking ownership in their work and 
how it related to meeting the goals of the 



JOURNEY TO EMPLOYEE ENGAGEMENT  87 

organization 
• Staff interest and sense of ownership in their 

work 
• Ownership 
• Having them take ownership in things 

Involved Involved, 
contribute, 
participate 

• Employee being involved 
• Be involved and provide input 
• You are an active participate and voice concern 

or agreement when appropriate 
• Employees who while speaking freely, actively 

listen, and look to contribute to solve problems 
Ready to 
learn 

Ready to learn, 
ready to change, 
adapt, improve 
knowledge 

• Ready to learn and able to learn or participate 
with reaching a goal 

• Improve their knowledge and perspective of 
the organization, usually positive 

• They open their minds to learn new things, to 
adapt to change where needed and that they do 
what they can to improve the work of the 
organization and thus the delivery of patient 
care 

• Employees that show eagerness and capacity to 
learn, people open to change 

  

Benefits of an Engaged Workforce.  A question solicited the opinions of the 

management team on their perceived benefits of an engaged workforce, “In your opinion, 

what are the benefits of an engaged workforce?”.  Increased productivity was identified 

most often in 17 of 53 responses.  The second most reoccurring response regarding the 

benefits of an engaged workforce was better or increased teamwork, which was 

mentioned in 11 of 53 responses.  Nine responses included improved employee and/or 

patient satisfaction as a benefit to an engaged workforce.  Seven responses identified an 

engaged workforce can have a positive influence on the ability to be part of, facilitate, or 

adapt to change.  The final two themes that were identified amongst the responses were a 

decrease in absenteeism, decrease in injuries, and sick days as well as better outcome 
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were included in five responses.  The remaining responses could not be categorized into a 

thematic scheme.  

 Techniques currently employed to engage staff.  The third open-ended question 

within the survey was, “What techniques do you currently employ to engage your staff?”. 

Communication was the most common technique, included in 23 of 53 answers. 

Recognition and positive reinforcement as well as inclusion and participation were 

equally prevalent within the responses.  Each theme was included in 11 of 53 responses. 

Learning and growth opportunities and soliciting feedback were each identified in 10 of 

53 responses.  

Table 7: Tools and techniques to engage employees 

Thematic Responses Associated Responses 
Communication • Give and take discussions 

• Increase communication 
• Staff meetings 
• Sharing information…provide a forum for peer to peer 

discussions 
• Staff meetings where everyone is allowed to ask questions 

and bring up issues 
• Meet to discuss upcoming changes 
• All staff are provided an opportunity to use our staff 

meetings to discuss concerns/ideas they may have, each 
employee has their chance to present during each meeting 

• Communicate as best I can 
• Individual and group discussions to resolve issues 
• Explain new additions to our workforce. Go over database 

additions. Schedule work hours and explain if there are 
additions to the usual work hours. 

• One on one meetings 
• Monthly staff meetings, weekly small group, daily check in 
• Monthly meetings 
• Staff mtgs we discuss need for change and I ask for input 
• We work on the team approach to problems and improved 

communication 
• Weekly staff meetings 
• Open conversation, honesty about the barriers we face 
• Communication about impact of environmental/industry 
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change on our organization, communication about changes 
within our organization that will impact on their work 

• Communicate effectively and consistently 
• Regular staff meetings where everyone speaks to what they 

are presently working on 
• Frequent communication using multiple tactics, face-to-face, 

e-mail, posted signs, huddles 
• Staff meetings, follow through-closing the loop when 

someone comes to me with a suggestion or concern, making 
sure that I get back to them with an answer 

• Communication 
• Communication 
• Staff meetings 

Inclusion/Participation • Encourage participation 
• Trying to include them in decision making 
• Give my staff the ability to influence how and what they do 
• All them to make decisions about their work. Give them a 

voice 
• Inclusion in decision making 
• Invite them to participate in unit changes 
• Involve employees in changes/innovations 
• Offer opportunities for employees to participate in activities 

directly related to change 
• Having employees involved in decisions which affect them 
• Asking them to be part of the solution 
• Empowerment to make decisions or changes in how our 

department operated  
Recognition/ 
Positive reinforcement 

• Positive reinforcement 
• Affirmations/recognition of good work 
• Recognize people’s efforts and accomplishments 
• Recognition of both teams and individuals at staff 

meetings…thank you notes for great effort and team work 
• Positive reinforcement 
• Provide encouragement and support 
• Recognition for achievement 
• Recognize their value…provide encouragement 
• Positive feedback along with “what we can do better”, 

celebrate success 
• Praise for a job well done 
• Providing positive feedback & lots of gratitude 

Solicit feedback • Ask for feedback. Use their suggestions when ever possible 
• Ask for their opinions. Listen to their feedback, ask for their 

feedback follow up with concerns if brought to you explain 
rationale of decisions if one is made that may not be what 
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they asked for 
• Seeking their input and feedback 
• Active listening 
• Invite ideas for improved team functioning 
• Before a change is made we all talk about it and get 

everyones option 
• Asking their input on process improvement 
• Asking for input 
• Asking them for feedback/recommendations on projects; 

just overall asking and valuing their input/opinions so they 
feel they have a stake 

Learning and growth 
opportunities 

• New and/or challenging assignments. Own their project 
• Give opportunity for learning and development activities 

throughout the year 
• Unit councils, crew resource, posters, task forces and 

special projects 
• Provide challenging opportunities for growth and self 

satisfaction 
• Unit councils, staff involved in process changes on unit, 

staff involvement on key committees 
• Encourage self evaluations and goal setting with 

performance evals 
• Unit council, crew, staff are on committees 
• Opportunities for education 
• Unit councils 
• Professional development 

  

Managers’ role in engaging employees.  The first of the Likert Scale questions 

sought to determine the managers’ perception of their role in creating a culture of 

employee engagement.  The statement, “As a member of management, I believe I play an 

important role in engaging employees” yielded a positive response with 48 of 53 

individuals selecting agree or strongly agree, the majority strongly agreeing.  Five 

individuals disagreed or strongly disagreed with this statement, four of the five strongly 

disagreed (Figure 9).  

 

 

 



JOURNEY TO EMPLOYEE ENGAGEMENT  91 

     

Figure 9: Managers role in engaging employees 

                   

 Clear understanding of employee engagement.  The statement “I believe I have 

a clear understanding of employee engagement” yielded a majority of positive responses 

with 47 of 53 selecting “agree” or “strongly agree”.  The majority of positive responses 

agreed with the statement than strongly agreed.  Three individuals chose “neutral” and an 

additional three individuals selected “strongly disagree” (Figure 10).   
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Figure 10: Understanding of employee engagement 

Knowledge of tools and techniques to engage staff.  Positive responses were the 

majority for the statement, “I believe I know the tools and techniques to engage 

employees”.  However, the positive responses were less in number as compared to the 

previous questions, 35 of 53 responded positively, with 27 respondents in agreement with 

the statement and eight individuals strongly agreeing with the statement.  The number of 

neutral responses increased for this question to 14 of 53.  Three individuals disagreed and 

one individual strongly disagreed (Figure 11).  
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Figure 11: Knowledge of techniques to engage staff 

Managers’ will benefit from education and training.  The final statement, “I 

believe I would benefit from education and training focused on employee engagement”, 

yielded a majority of positive responses.  A large majority of individuals, 43 of 53, 

identified they would benefit from education and training focused on employee 

engagement.  Seven individuals were neutral, and three respondents strongly disagreed 

(Figure 12).  
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Figure 12: Benefit from education and training 

Evidence-based Design to Curriculum Development 

 Evidence, as collected through an analysis of employee opinion surveys, an 

interview, focus groups, and a survey to managers, provides a foundation to build a 

curriculum for managers to develop their individual knowledge, skills, abilities, and 

behaviors with a focus on employee engagement. 

Scheduling considerations 

 The survey distributed to the management team returned responses that are 

relevant to the scheduling of the education and training sessions.  The majority of the 

respondents preferred a blended learning approach to education and training sessions.  

Therefore, it was important to determine a preferred day and time of the week that 

managers felt it most conducive or convenient for learning activities.  The most preferred 

day of the week was Tuesday followed by Wednesday.  The preferential time for face-to-
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face activities were morning, followed by early morning.  Two hours was slightly 

preferred over one-hour sessions in terms of length of a single session.  

The Learners 

 The design of the curriculum was for management level staff within a healthcare 

organization.  An important aspect in the development of a curriculum is the 

identification of the intended audience.  The survey identified the approximately two-

thirds of the managers have been employed by the organization for greater than 11 years, 

and 41.51% have been in a management role greater than 11 years.  Managers who have 

been in their management role for one to three years were second in number with 

20.75%. 

 The focus group participants identified the desire to learn new information.  

Redundancy in course offerings and content was identified as a negative attribute 

associated with a course.  Therefore, it is important to identify the educational activities 

offered to managers in the past.  Although topics offered in this employee engagement 

curriculum may have been offered as educational sessions in the past, it will be important 

to the success of the program to identify new didactic information, provide new 

engagement techniques, and market the education and training accordingly.  

 The managers believe they play a key role in engaging employees, have a clear 

understanding of employee engagement, understand the tools and techniques used to 

engage staff, yet agreed they could benefit from education and training focused on 

employee engagement.  Therefore, the curriculum must identify tools and techniques to 

not only compliment, but enhance the managers’ current skills and techniques to engage 
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employees.  The inclusion of the theories associated with employee engagement within 

the curriculum will provide managers with a broadened perspective of engagement.   

Employee and Organizational Considerations 

 The organization utilized as the case study for this scholarly project will be 

utilizing future employee opinion survey results to gauge any change in the level of 

employee engagement.  It is important to meld past responses to the employee opinion 

survey with the organizational needs and the perception of the management team.  The 

vendor of the employee opinion survey provided the organization with areas of 

opportunity for each survey distributed and analyzed.  The analysis of the past four 

employee opinion surveys yielded three areas to focus the employee engagement 

curriculum.  The survey to managers for this project, as well as the interview with a 

senior leader, provided evidence-based content areas for the employee engagement 

curriculum that address the needs of the employees and the organization.  

Communication.  The employee opinion survey item, “Leaders really listen to 

employees”, consistently has been among the top three opportunities for improvement in 

the past four years.  Listening is a key element in communication.  The managers, in the 

survey for this project, acknowledged communication as a method to engage employees, 

as well as inclusion and feedback, yet employee responses in the employee opinion 

survey identified this as an area of opportunity.  

The interviewee also discussed the employees’ desire to have a voice in their 

work, participate in decisions regarding policy and procedure, and active engagement in 

improvement activities.  Education and training should include a component on the voice 
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of the employee, as evidence has demonstrated a disconnection between the manager and 

employee perception of communication and employee voice.    

Resolving Challenges and Communicating Outcomes.  The item, which ranked 

second from the employee survey data, “I am satisfied with the manner in which my 

direct manager handles complaints, grievances, and problems”, also provides for an 

opportunity for education and training.  There are aspects to this survey item that provide 

ambiguity developing curriculum content, therefore, this item was analyzed from a broad 

perspective, and included concepts such as transparency and two-way dialogue.  

Recognition.  Employees identified through the previous employee opinion 

surveys a desire for improvement in the manner that good performance is recognized.  

The ranking of “excellent performance is recognized here” has consistently appeared as 

an area of opportunity.  In concert, the managers who responded to the survey for this 

project acknowledged recognition as a method to engage employees.  Thus identifying a 

disconnection between employees and managers perception of recognition.     

 Organizational Focus.  Teamwork and “wellness” were identified during the 

interview with the senior leader as educational topics managers would benefit from.  The 

incorporation of a holistic view of the employee with a partnership with the Wellness 

department is a desired goal.  Neither teamwork nor wellness were identified as a theme 

amongst the responses of the managers within this project’s survey for engagement 

strategies or benefits.   

Summary 

   The evidence collected through the analysis of the previous four employee 

opinion surveys, an interview with an executive leader, focus groups, and a survey to 
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managers provided topical areas to be included within the employee engagement 

curriculum.  Additionally, through the survey to managers as well as the focus groups the 

preferred delivery method and desired day, time, and length of face-to-face educational 

sessions were identified.  

 The evidence-based approach to curriculum development for this organization 

acknowledged five areas in which education and training would be beneficial for the 

members of management.  Communication, resolving challenges, and recognition of 

excellent performance were identified through past employee opinion surveys as 

opportunities for curriculum development.  An organizational vision is incorporating 

“wellness” of the employees into creating a culture of engagement.  The interviewee also 

identified education focused on teamwork would be beneficial to managers.  

 Managers, within this organization, prefer a blended learning approach to 

education and training.  The focus groups also expressed the desire to learn from their 

colleagues through discussions and role play while avoiding “being lectured to”.  Short 

intervals of face-to-face learning activities were preferred, on Tuesdays or Wednesdays.  

The focus groups expressed a desire to learn new skills, which are applicable to their job 

role and function, avoiding a redundancy in information, which may have been educated 

in previous learning activities.  The curriculum developed must recognize the longevity 

of the tenure of the management staff.  The content of the curriculum must be new 

information, thus providing new knowledge and skills, elevating the abilities of managers 

and promoting behaviors conducive to creating a culture of engagement.  
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CHAPTER FIVE: CONCLUSIONS AND RECOMMENDATIONS 

Introduction 

 Employee engagement is a strategic initiative for one healthcare system located 

along the East coast of the United States.  A review of literature, in conjunction with the 

artifacts collected from within the organization, provided the foundation that the 

curriculum was built upon.  The curriculum was designed for presentation to the 

members of management within this healthcare organization. 

 This evidence-based curriculum was developed from a triangulated perspective.  

Employee feedback, through previous employee opinion survey results, the 

organizational vision, and involvement from current members of management were the 

three components that contributed to the development of the topics for the learning 

modules.  An extensive literature review supported the learning objectives and 

substantiated the content for each learning activity.  

 There were various learning methodologies employed within the development of 

this curriculum.  The learning objectives and content for each session focused on topics 

that are within the direct control of the individual manager.  Employee engagement 

strategies, which require organizational approval, were omitted from the research and the 

curriculum.  The curriculum incorporated a variety of learning methodologies.  Didactic 

material, use of various media, computer-based activities, face-to-face discussions, self-

reflection, and brainstorming sessions were all methodologies integrated into the 

education and training sessions.  
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Summary of the Study 

 Businesses and organizations are looking at employee engagement as a method to 

gain an operational and financial edge within their competitive markets, while improving 

customer satisfaction and loyalty.  A healthcare system in a rural area on the East Coast 

was the subject of this study.  The purpose of this study was to develop an employee 

engagement curriculum designed for members of management.  The design of the 

curriculum was to provide management employees with the knowledge, skills, abilities, 

and behaviors to cultivate a culture of engagement within their business units. 

 The thorough needs assessment and literature review conducted provided a 

holistic perspective of the organizational culture and current state of employee 

engagement.  The curriculum incorporated current literature that identified theory and 

best practices in employee engagement.  Identification and analysis of stakeholders 

provided an opportunity to determine who may be supporters of a project, as well as 

those who may express resistance.  The composition of the needs assessment included a 

review of four previous employee opinion survey responses, an interview with a senior 

leader, focus groups, and a survey to the management team.  This study allowed for 

customization of the curriculum to meet the needs of the organization, managers, and 

employees.  

 The results of the study concluded managers, as a collective group, prefer a 

blended approach to learning activities.  Blended learning as defined in the survey was a 

combination of face-to-face activities and online.  However, four of five focus group 

participants preferred face-to-face learning activities but acknowledged a blended 

learning approach may be a more flexible option for the general management population.  
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Managers prefer short bursts of face-to-face education, ranging from one to two hour 

sessions.  The preferred day of the week for a classroom based learning activities was 

Wednesday, followed closely by Tuesdays.  Morning sessions were also preferred, 

followed by early morning sessions.  The majority of the managers have been with the 

organization and a member of management for greater than 11 years.  

 The survey to managers solicited feedback regarding the meaning of employee 

engagement, benefits of employee engagement, and tools and techniques to engage staff.  

Themes developed within each of these qualitative open-ended questions. Five themes 

emerged from the question, “what does employee engagement mean to you?”, and 

identified engaged employees as motivated, committed, involved, exhibiting ownership, 

and ready to learn.  The benefits of an engaged culture identified within this study 

included, increased productivity, increased teamwork, improved satisfaction amongst 

employees and/or patients, willingness to adapt to change, and decreased absenteeism 

and injuries.  Tools and techniques utilized by the managers’ to engage staff included, 

communication, inclusion and participation, recognition, solicit feedback, and learning 

and growth opportunities according to the survey. 

 The interview with an executive leader provided the organization’s vision 

regarding employee engagement.  This leader would like to see a partnership between the 

Wellness Department and managers, to view employees from a holistic perspective.  

Employee engagement is a relatively new term within the organization, according to this 

senior leader.   

 The focus groups provided insight on how managers’ desire learning activities to 

be structured.  The majority of managers have been with the organization for greater than 
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11 years.  The focus groups indicated a desire to learn new material, specifically new 

skill sets.  There was a strong desire for the content of a learning activity to be relevant 

and immediately applicable to the workplace.  Discussions, and learning from others 

were mentioned as benefits to face-to-face activities, which can lack in asynchronous 

online learning. 

Purpose of the Study 

 The development of a curriculum to cultivate a culture of employee engagement, 

designed for management employees within a particular healthcare system, was the 

purpose of this study.  The utilization of a needs assessment provided the demographic 

data and background information necessary to develop an employee engagement 

curriculum, which met the needs of the organization, managers, and employees.  The 

literature review provided the knowledge and research-defined best practices needed to 

substantiate the content of the curriculum.  

Recommendations for an Employee Engagement Curriculum 

 The needs assessment and literature review provided the necessary foundation to 

create a curriculum for managers to aid in fostering a culture of engagement.  The 

introductory module provides learners with the opportunity to conceptualize employee 

engagement and identify the benefits of an engaged workforce.  The second learning 

activity incorporates literature findings focused on theories that influence employee 

engagement.  Communication to drive employee engagement will be the third module in 

the series and will be a blended learning activity.  The computer-based component will be 

completed first, followed by an in-person classroom session.  The classroom activity will 

provide for discussion and role-playing.  The fourth module in this series will focus on 
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recognition.  Managers will be asked to assess how they personally identify and evaluate 

great performance.  The fifth module will incorporate how employee wellness can 

influence employee engagement and serve as a method to create an engaged workforce.  

The final module within this curriculum framework will focus on teambuilding and 

teamwork.  

Background and Benefits 

 The first learning activity will be an introduction to employee engagement.  A 

majority of managers surveyed preferred a blended learning approach for education and 

training activities.  Therefore, the content for this topic will be delivered online through 

the organization’s learning management system.  The content within the introductory 

module will provide managers with the background and benefits of employee 

engagement.  The objective of this learning activity will be the enhancement of the 

managers’ knowledge of employee engagement.   

 Objective one.  Upon completion of this learning activity, learners will be able to 

develop a definition of employee engagement.  Although there is no one specific 

definition of employee engagement, a compilation of various definitions of employee 

engagement would provide managers with a framework to develop a definition that is 

applicable to their work unit and the organization. Tesjaswi and Raya (2014) created a 

table consisting of various employee engagement definitions.  This table will be provided 

to managers as a compilation of definitions focused on employee engagement.  

 Objective two.  Learners will identify three broad benefits of employee 

engagement and a minimum of two specific outcomes associated with employee 

engagement.  Literature has identified the benefits of employee engagement as an 



JOURNEY TO EMPLOYEE ENGAGEMENT  104 

increase in productivity, increase is customer satisfaction and loyalty, and positive 

financial outcomes (Markos & Sridevi, 2010; Harter, Schmidt, & Hayes, 2002).  The 

specific benefits of the engaged workforce include employee retention or decrease in 

employee turnover (Markos & Sridevi, 2010; Harter, Schmidt, & Hayes, 2002).  

Employee retention would in turn decrease recruitment dollars as well as money spent to 

orient new staff.  Harter, Schmidt, and Hayes (2002) also measured a positive correlation 

between safety and employee engagement.  The safety variable was “percentage of 

workdays lost due to incidents” (Harter, Schmidt, & Hayes, 2002, p. 271).  

Organizational productivity, positive financial outcomes, organizational growth, and 

customer satisfaction were associated with employee engagement (Markos & Sridevi, 

2010). 

Theories to Develop a Culture of Engagement 

 The second module in this educational series is a face-to-face learning activity 

introducing theories that influence employee engagement identified during the literature 

review.  The focus group provided evidence supporting the desire to leave a learning 

activity with skills, which are immediately applicable to the work environment as well as 

the desire to learn from other managers.  This classroom activity, as designed, will 

provide managers with the theories associated with employee engagement as well as 

provide a multitude of opportunities for discussions and brainstorming ideas to 

operationalize the theories identified within the learning activity.  All classroom activities 

will consist of introductions of both the presenters as well as the participants.  An 

icebreaker will be utilized during the face-to-face learning sessions. 
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This will be a two-hour classroom based session.  The first portion of this 

classroom activity will be a review of the online introductory module.  Upon completion 

of the review, the theories related to employee engagement will be presented.  Although 

this will be primarily didactic, the participants will be asked to express their thoughts and 

opinions as the material is presented.  This strategy will provide for interaction and 

discussion.  Interactivity in the classroom was a desire expressed by the focus group.  

 Objective one.  The learner will be able to identify three theories associated with 

employee engagement.  The three theories presented are Job demands-resource model, 

Kahn’s theory, and Organizational citizenship behavior.  The design of this module was 

to provide managers with general knowledge and to broaden their perspectives on 

theories that contribute to employee engagement.  Therefore, an overview of the theories 

and the respective influence on employee engagement was provided.   

 Job demands- resource model.  The job demands-resource model is a theory 

identified within the available literature.  Job demands are classified as “physical, 

psychological, social, or organizational features of a job that require sustained physical 

and/or psychological costs” (Gruman & Saks, 2011, p. 126).  Job demands can be 

classified as challenge stressors/demands and hindrance stressors.  Challenge demands 

provide stimulation and motivation for employees by providing an opportunity for 

professional growth and mastery (Tims, Bakker, & Derks, 2012; Crawford, LePine, & 

Rich, 2010).  Hindrance stressors have been identified in two ways.  The first element 

may prevent one from performing at their full capacity.  Crawford, LePine, and Rich 

provided examples of hinderance stressors as “role conflict, role ambiguity, 

organizational politics, red tape and hassles” (2010, p.836).  The second aspect of 
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hindrance stressors occurs when challenge stressors become too overwhelming or 

prolonged (Tims, Bakker, & Derks, 2012).   

Job resources are “aspects of the job that are functional in achieving work goals, 

stimulate personal growth and development, and reduce job demands and their associated 

physiological and psychological costs and include aspects such as job control, 

opportunities for development, participation in decision making, task variety, feedback, 

and work social support” (Crawford, LePine, & Rich, 2010, pp. 835-836).  Researchers 

have provided evidence-based influences that foster the inclusion of job and personal 

resources to mitigate the effects of job demands.  The job resources that managers can 

foster or participate in are: increased social support, high-quality performance feedback, 

autonomy, opportunities for professional growth and development, and high-quality, 

meaningful relationships between employees and their supervisors or managers (Bakker, 

Demerouti, & Sanz-Vergel, 2014; Bakker, Demerouti, & Euwema, 2005; Xanthopoulou, 

Bakker, Demerouti, & Schaufeli, 2009). 

 Kahn’s theory.  Kahn (1990) developed a theory that identified three aspects of 

an organizational culture from a psychological perspective, which influence an 

organizational culture of engagement.  Psychological meaningfulness is portrayed as, 

“feeling that one is receiving a return on investments of one’s self in a currency of 

physical, cognitive, or emotional energy” (Kahn, 1990, p. 704).  A manager can 

operationalize this concept by making employees feel worthwhile, valuable, and that they 

matter to the department and the organization (Gruman & Saks, 2011).  Psychological 

safety was defined as “sense of being able to show and employ self without fear of 

negative consequences to self-image, status, or career” (Kahn, 1990, p. 708).  
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Organizations can create a culture of trust or an atmosphere of psychological safety 

through clear identification of acceptable behaviors, supportive atmosphere, actions, and 

policies that are clearly communicated and adhered (Kahn, 1990; Gruman & Saks, 2011; 

Lin, 2010).  The third element in Kahn’s (1990) theory was psychological availability.  

He defined psychological availability as, “the sense of having the physical, emotional, or 

psychological resources to personally engage at a particular moment” (Kahn, 1990, p. 

714).  Although not explicitly stated, the concept of psychological availability parallels 

the job demands-resource model, specifically job demands.  Job demands, without the 

availability of job resources, can result in a depletion of physical, emotional, and/or 

psychological resources.  Kahn (1990) described a depletion of physical energy, 

emotional energy, insecurity, and employees’ personal lives as influencing psychological 

availability (Kahn, 1990).   

 Organizational citizenship behavior.  Organizational citizenship behavior (OCB) 

is defined as “a behavior observed within the work context that demonstrates itself 

through taking innovative initiatives proactively seeking opportunities to contribute one’s 

best and going extra mile beyond employee contract” (Markos & Sridevi, 2010, pp. 90-

91).  OCB is an extension of Kahn’s (1990) theory of the psychological climate.  The 

psychological climate within the workplace directly influences the energy employees 

invest within the organization.  The practical application for managers include areas that 

influence a positive psychological climate leading to positive citizenship within an 

organization.  Kataria, Garg, and Rastogia (2013) outlined factors influencing the 

psychological climate, which in turn affect citizenship behavior.  These influencing 

factors include supervisor support, role clarity, recognition, challenge stressors, meaning 
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in work performance, and individualized expression in work role (Kataria, Garg, & 

Rastogia, 2013).   

 Objective two:  The learner will be able to operationalize a minimum of one 

theory relevant to employee engagement applicable to their work unit.  Upon the 

completion of the presentation of the theories, the participants will break into small 

groups to brainstorm various methods to operationalize the three theories presented 

during the first portion of the classroom activity.  The ideas generated during these 

brainstorming breakout sessions will be shared with the other members of the group. 

Communicating for Engagement 

 As one member of the focus group stated, many managers have been in a 

management role for many years.  This particular manager stated a frustration over 

attending sessions that replicate or repeat previous educational sessions.  Therefore, it 

will be imperative this portion of the curriculum presents the material as new and specific 

to employee engagement.  This topic will be presented utilizing a blended learning 

approach.  The presentation of the communication cycle will be delivered online.  The 

strategies to effectively communicate with staff to raise the level of engagement will be 

presented during a face-to-face session.   

 Objective one.  The learner will identify the communication cycle and the 

influence on employee engagement.  An online learning activity will illustrate the 

components of the communication cycle.  This activity will emphasize the role of the 

initiator of communication, creation of the message, how a message is delivered from a 

sender to receiver, how the receiver interprets the message, and the importance of 

recognition of feedback.  Communication to various personality types will be presented. 
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Savoy and Yunyongying (2013) outline communication strategies for various types of 

individuals: thinkers, planners, dreamers, and feelers.  Barriers to effective 

communication will also be identified.  Hill (2013) identified ten barriers to effective 

communication, specific to medial practice teams.  The barriers included physical 

separation, gender differences, generational differences, cultural diversity, language 

differences, differences in values and beliefs, lack of trust, noise, information overload, 

and personal biases and prejudices (Hills, 2013). 

 Objective two.  Through self-reflection, the learner will identify areas of 

personal opportunity to develop areas of communication as related to employee 

engagement.  Upon completion of the computer-based learning activity, the managers 

will be directed to write a brief reflective statement identifying personal areas of 

strengths and weaknesses with regards to communication with staff.  

 Objective three.  The manager will identify three communication theories to 

engage staff within their work unit.  Objectives three and four, within this segment of the 

curriculum, will be attained in a classroom setting.  A review of the content presented 

online will begin the classroom-based session.  The content of this face-to-face activity 

was derived from theories in literature, aligned with the findings from the employee 

opinion surveys and interview.  Fulfillment of these two objectives would provide 

learners with the knowledge, skills, and behaviors for effective application within the 

work unit.  

 Voice.  Wilkinson and Fay (2011) broadly define voice as “how employees are 

able to have a say regarding work activities and decision making issues with the 

organization in which they work” (Wilkinson & Fay, 2011, p. 65).  Employee voice, as 
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well as silence, can be expressed in three separate and distinct portrayals.  Van Dyne, 

Ang, and Botero (2003) conceptualized varying aspects of employee voice and silence 

with three specific behaviors of disengaged behavior, self-protective behavior, and other-

oriented behavior.  The expression of employee voice is not always for the benefit of the 

organization or the employee.  As an example, acquiescent silence and voice were 

associated with disengaged behavior (Van Dyne, Ang, & Botero, 2003).  Within the 

literature review voice is considered a positive element, however, as Van Dyne, Ang, and 

Botero (2003) suggested the quality of the voice can be significant in both perception and 

outcomes.  Therefore, managers who become adept in recognizing how employees are 

expressing themselves, through voice or silence, can better positioned to analyze the 

work unit culture.   

 Active listening.  Active listening is not a new concept.  This session will review 

effective active listening practices to employ when interacting with staff.  Guiliana and 

Ornstein (2012) provided techniques to employ to become an effective active listener. 

The techniques included (Guiliana & Ornstein, 2012, pp. 205-206):  

• maintain eye contact 

• never interrupt the individual speaking 

• sit up straight without crossing arms or slouching 

• pay attention to the non-verbal communication of the speaker 

• focus on what the speaker is saying, not on your response 

• reduce distractions 

• keep an open mind 

• if you are having a difficult time focusing on the speaker, change body position 
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• if the speaker is complaining, avoid interrupting and offer a peaceful response 

• often people are not looking for advice, but rather an avenue to vent, avoid 

offering advice unless explicitly asked for it 

Managers will be asked to share or reflect upon how to communicate with staff, through a 

structured question and answer session. 

   Feedback.  Feedback differs from encouragement and evaluation.  

Encouragement is to be supportive but offers little in terms of growth and development 

whereas evaluation is traditionally occurs at the end of a task (Kaye, Okanlawon, & 

Urman, 2014).  Feedback, to be effective, should be given privately and provide for a 

dialogue between the individual providing the feedback and the receiver (McKimm, 

2009).  Effective feedback is timely, unambiguous, derived from personal knowledge or 

is data driven, provides for self-assessment or reflection on behalf of the person receiving 

the feedback, and is action-based (Hesketh & Laidlaw, 2002).  

 Objective four.  The learner will develop three strategies to operationalize the 

theories of job voice, active listening, and feedback presented from an employee 

engagement perspective and apply them within the work unit.  The content to fulfill this 

objective will begin with a self-assessment questionnaire.  This reflective exercise will 

provide the manager the ability to develop strategies to employ, based on self-identified 

areas of managerial growth and development.  The participants will be divided into 

smaller groups to develop tools and techniques to operationalize these theories.  

Recognition 

 Recognition of great performance within the organization was identified as an 

area of opportunity from the analysis of the employee opinion surveys.  However, it is 
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challenging to identify the employee perception or definition of recognition.  This 

curriculum focused on topics, of which the managers had direct influence and control.  

Therefore, this component of the curriculum was focused on non-monetary aspects of 

recognition.  Managers have the ability to directly influence the amount and quality of 

recognition within work units.  Effective employee recognition requires interpersonal 

skills and practice, therefore, this session will be face-to-face for two hours.  

 Objective one.  The learner will recognize, through reflection, his/her personal 

opinions regarding the threshold for identifying great performance.   Employees have 

identified through the employee opinion surveys a desire for increased recognition of 

great performance.  Prior to the providing managers with the skills and techniques to 

deliver appropriate recognition, managers must assess their personal beliefs on what great 

performance looks like.   

 Objective two.  The managers will identify four aspects of recognition.  Brun and 

Dugas (2008) conceptualized four aspects of recognition, existential recognition, 

recognition of work practice, recognition of job dedication, and recognition of results.  

Existential recognition is “concerned with recognizing people, their being, their unique, 

distinctive character and their existence” (Brun & Dugas, 2008, p. 720).  The recognition 

of work practice “deals with the manner in which employees carry out their duties, rather 

than the people themselves or the results they produce” (Brun & Dugas, 2008, p. 722).  

Recognition of job dedication “acknowledges the level of participation, commitment, and 

contribution shown by an employee or team in the work process, as regards to effort” 

(Brun & Dugas, 2008, p. 722).  The fourth domain is the recognition of results, “a form 

of recognition that is expressed predominantly a posteriori, that is conditional in nature, 
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and has a direct tie-in with the organization’s mission and objectives” (Brun & Dugas, 

2008, p. 723),  Brun and Dugas (2008) also provided examples of how to operationalize 

these four concepts within the workplace.  These examples, as well as others, will be 

provided to the participants.  

Objective three.  The learner will articulate components of effective and 

meaningful recognition to incorporate within their daily routines.  Upon completion of 

this classroom based session, the participants will have skills and techniques for 

recognition within their work unit. 

Wellness and Employee Well-being 

 The interview with a senior leader uncovered a desire to recognize employee 

wellness as a component of employee engagement.  A review of available literature 

suggested a correlation between employee wellness and the contributing factors leading 

to employee engagement.  This learning activity will be held in a classroom setting and 

will be one hour in length.  A suggestion to leadership would be to have a senior member 

of the wellness department present the content of this module to the managers.  A 

presenter, who is a member of the wellness department, is best poised to answer 

questions regarding wellness offerings to staff, as well as provide relevant data 

supporting literature findings linking employee wellness to employee engagement.   

 Objective one.  Upon completion of the learning activity, the participant will 

identify how an effective wellness program can influence employee engagement.  Earlier 

in the curriculum, managers were provided information on the elements or behaviors, 

which influence employee engagement.  This learning activity will provide a correlation 

of employee wellness to employee engagement.  A study positively correlated employees 
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with a higher wellness self-efficacy to increased psychological availability and career 

satisfaction (Kim, Hollensbe, Schwoerer, & Halbesleben, 2015).  The learners would 

have learned about psychological availability in the first classroom session.  Therefore, 

presenting information from this particular study would broaden the learners’ perspective 

of the influences of Kahn’s theory (1990) while acknowledging the importance of 

viewing the employee from a holistic perspective.  

 Objective two.  The learner will provide resources to employees regarding 

various employee wellness benefits and activities offered within the organization.  This 

organization has a well-established wellness program.  After learning of the benefits 

wellness programs have on employee engagement, managers will need to know the 

wellness resources available to employees through both the organization as well as the 

community.  It will be beneficial for the managers to become knowledgeable in how to 

connect employees with available wellness opportunities and resources.  

Teamwork 

 The interview conducted during the research phase identified “teamwork” as area 

of education and training manager might benefit from. The concept of team or teamwork 

is not new, therefore the content of this learning activity focused on why teams in 

healthcare struggle and how to overcome those perceived barriers.  This content will be 

offered face-to-face.  

Objective one.  The learner will articulate elements to effective team functioning.  

Stapleton (1998) outlined influences in developing collaborative teams:  

• open, honest communication, 

•  mutual trust and respect, 
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•  valuing others’ perspectives, 

•  valuing others practice style, 

•  team development with shared power and responsibility, 

•  competence of team members (Stapleton, 1998).   

Objective two.  The learner will create and operationalize strategies to build 

effective interdisciplinary teams.  These concepts are easily understandable, therefore, the 

group will be asked to discuss how to operationalize these concepts, as well as identify 

potential barriers to building teams. 

A Leaders Role in Employee Engagement 

 Leaders, particularly unit-based managers, play a vital role in developing and 

cultivating a culture of employee engagement.  This curriculum, as designed, provided an 

opportunity for managers to reflect upon both their roles as well as reflect upon any pre-

conceived beliefs as managers within this organization.  The success of the curriculum on 

influencing the level of engagement within the organization requires the managers’ to be 

open to the curriculum and honest when reflecting on personal management styles or 

beliefs.  The curriculum was designed specifically to provide content to managers that is 

within the managers’ direct control, therefore, managers must be open to new ideas and 

concepts and willing to employ them within their work units.  

 Employee engagement is an important initiative for many organizations, including 

this healthcare system.  Healthcare is evolving, and as such, the organizational culture 

and climate should be re-evaluated at regular intervals.  This curriculum was designed to 

become a foundation to build more intensive and specific training opportunities for 

members of management.    
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 The curriculum must be reassessed at various intervals to ensure the content is 

reflective of the current culture, best practices, and leadership vision for the organization.  

Leadership within the organization needs to commit to orient new managers to the 

concept of employee engagement and provide the new managers with the knowledge, 

skills, abilities, and behaviors needed to maintain or cultivate a culture of engagement.   

Implementing the Curriculum 

 The curriculum will be implemented in phases.  This first phase will be a 

presentation of the curriculum to a pilot group.   The composition of the pilot group will 

consist of the current and former participants of the organization’s Leadership 

Management Development Program.  The pilot group will be asked to complete two 

evaluations.  These evaluations will provide feedback to the presenters, curriculum 

developers and/or the instructional designer. The participants will be asked to complete 

two types of evaluations, formative and summative.  Formative evaluations are designed 

to provide feedback on the delivery of the content to the instructional designers and 

curriculum developers prior to deployment to the remainder of the population (Appendix 

B).  The summative evaluation will be distributed at the end of each educational activity 

and will solicit information on that particular educational session (Appendix C).   

 The second phase of implementation will be deployment of the educational 

activities to the remainder of the management population.  The third, and final, phase of 

implementation will be to hard-wire this curriculum into the new manager orientation 

process.  It will be imperative new managers received education and training on the 

constructs of employee engagement.  Stowe, Haefner, and Behling (2010) identified new 
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managers as lacking the knowledge, skills, abilities, or behaviors to create and maintain a 

culture of highly engaged employees.   

Evaluation of the Curriculum 

 The evaluation of the curriculum will be from a holistic perspective.  The 

effectiveness of the curriculum will be measure through monitoring and analyzing the 

course summative evaluations, attendance for classroom sessions and completion of 

computer-based learning activities, and the results of the employee opinion survey.   

 The summative evaluations from all educational sessions will be analyzed for 

negative trends in the rater responses as well as the open-ended responses.  Trends will be 

evaluated and the curriculum will be adjusted accordingly.  The attendance at the sessions 

will also be a gauge of effectiveness.  Poor attendance, although not a direct reflection of 

the curriculum content, design, or effectiveness, will have an effect on the development 

of a culture of engagement within the organization.  The manifestation of any lack of 

attendance will likely be displayed within the employee opinion surveys.  

 Leadership within this organization identified the annual employee opinion 

survey results as currently the sole measure of success of all employee engagement 

strategies, including this curriculum.  Literature identified employee engagement surveys, 

customer satisfaction surveys, and employee turnover, or the intent to leave the 

organization, as potential measures of the strategy’s success.  A measure of effectiveness 

would be to monitor the work-unit employee opinion survey results, identify any variance 

between work units whose managers attended and those managers who did not attend.  
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Recommendations for Future Education and Training 

 This curriculum was designed to provide learners with a foundational level of 

knowledge on the constructs, influences, and literature-based best practices with regard to 

employee engagement.  The ultimate goal will be to continue to develop and refine the 

knowledge, skills, abilities, and behaviors managers need to fully develop a culture of 

engagement.  Therefore, future employee opinion surveys will provide the basis for 

developing any additional curriculum.  Research continues in the area of employee 

engagement. Healthcare, as an industry, is constantly evolving to meet legislative, 

regulatory, and/or accrediting requirements as well as meet or exceed the expectations of 

patients.  It is imperative additional evidence-based curriculum be developed to provide a 

richer and more refined educational experience for those who have completed these 

introductory sessions.  

Recommendations for Future Research 

 Research continues in the area of employee engagement.  Upon completion and 

deployment of this foundational curriculum, a recommendation for future research 

includes an exploration into the effect of generational differences on employee 

engagement strategies.  There are four generations currently in the workforce.  The 

traditionalists, baby boomers, Gen X, millennials.  The neo-millennial will soon be 

entering the workplace.  A guiding research question would be, how do engagement 

strategies differ among various generations within the workplace?  

A second recommendation for future investigational research would be the 

exploration into the relationship between gender and engagement strategies.  Research 
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has been plentiful in the area of communication differences between males and females.  

What are the current best-practices for engaging employees based on gender?   

The third, and final, aspect suggestive of research would be the level of 

educational attainment of employees relative to employment of various engagement 

strategies.  For example, employees with an advanced degree may desire greater 

autonomy, than those with a high school degree or general equivalency degree (GED).  

Although the literature review for this scholarly leadership project identified aspects of 

autonomy as a desire of employees, how do some employees desire or require structure 

and guidance within their work unit?  What are the various techniques and are these 

really one-size fits all techniques? 

Summary 

 Employee engagement is a relatively new concept within literature and industry. 

Organizations looking to capitalize on the benefits associated with employee engagement 

must look to the development of their management staff on the constructs of employee 

engagement.  All categories of management including but not limited to team leaders, 

supervisors, managers, directors, administrative directors, and senior leaders influence  

the level of employee engagement both within the work unit and the organization.  

Tailoring a curriculum to meet the needs of employees, management, and the 

organization is important.  A customized curriculum provides participants with relevance, 

as the evidence utilized to create the curriculum was derived from organizational sources. 

As literature suggested, “voice” is an important variable in creating a culture of 

engagement.  Appealing to the management team, through a preliminary survey to gather 

both demographic data, opinions regarding learning modalities, and pre-conceived 
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thoughts regarding engagement provided the members of management with a voice in the 

creation of this curriculum.  The curriculum, as designed, provides managers an 

opportunity to reflect upon their own beliefs and daily work routines, and assess personal 

areas of development based on the content of the curriculum.  Job-crafting was also 

identified within the literature review as a technique to engage staff.  This curriculum was 

designed to allow managers to operationalize various strategies in a manner that is 

conducive to their particular management style and work-unit culture.  At no point within 

this curriculum were tools or techniques mandated to be utilized or made a requirement 

of the job. 

 This scholarly leadership project, through the utilization of a thorough needs 

assessment and literature review created an evidence-based curriculum for managers.  

Many of the techniques identified within the literature review as elements of an engaged 

workplace, were utilized to engage management staff in the design of this employee 

engagement curriculum.  The success of this strategy is yet to be determined.   
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Appendix B 

Formative Evaluation  

Session Title: _________________________________ 

Please rate the following aspects of the educational activity.  Circle your response. 

1 = poor 2 = marginal  3 = satisfactory 4 = good 5 = excellent 

The content was easy to read (font, style, spacing) 
1 2 3 4 5 

The language within the module was understandable 
1 2 3 4 5 

The objectives presented were clearly written 
1 2 3 4 5 

The objectives were met within the educational activity 
1 2 3 4 5 

The discussions were pertinent to the objectives 
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The presenter was knowledgeable of the content 
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The media was appropriate (powerpoints, videos, sound) 
1 2 3 4 5 

The length of this session was appropriate 
1 2 3 4 5 

 

Please identify any aspect of this segment of the curriculum you would like to see 

presented in a different manner. 

________________________________________________________________________

________________________________________________________________________ 

Please provide overall comments regarding the presentation of this curriculum. 

________________________________________________________________________

________________________________________________________________________ 
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Appendix C 

Summative Evaluation 

Session Title: _________________________________ 

Please rate the following aspects of the educational activity.  Circle your response. 
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1 2 3 4 5 

I believe the content presented within this educational session is 
pertinent to my role as a member of management 

1 2 3 4 5 
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